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23 May 1986 103, AR 690-400
Appendix B.

Office of Personnel Management Approval

Wz United States
S W Office of
2% Personnel Management  washington, D.C. 20415
n Reps, Reter To You Relerenre
APR | O 1986

Mr. Raymond J. Sumser

pirector of Civilian Personnel
pepartment of the Army
Washington, D. C. 20310-0300

Dear Mr. Sumsers:s

The purpose of this letter is to approve the Performance
Appraisal related parts of the Department of the Army's

per formance Management Plan of the Performance Management
System in accordance with 5 CFR Part 430, Subparts A and B.

This letter also acknowledges that the Performance Appraisal
related parts (i.e., Parts II, III and VI of the PMRS
checklist, FPM Bulletin 540-30) of the Department of the
Army's Performance Management plan of the Performance
Management and Recognition System were approved by the
Office of Personnel Management on January 16, 1986, in
accordance with 5 U.S.C. 4305, 5 U.S.C. 5409, and FPM
Bulletin 540-31. This letter supercedes the letter of
January 16, 1986, in that it approves modifications to that
system forwarded to this office on April 8, 1986, (e.g.,
changes in the names of summary rating levels 1 and 2 from
sunsatisfactory" and "minimally satisfactory® to
sunacceptable” and "minimally acceptable® respectively, and
other administrative and technical conforming changes made
for ease of reading).

Any other subSequent change to either your Performance
Management System plan or your Performance Management and
Recognition System plan must be submitted to this office for

approval. When you have finalized the Army regulation for
communicating these plans to your system, please forward a
copy to thie office for our files.

Sincerely,

Lol 7 s

Barbara L. Fiss
Acting Assistant Director
for pPerformance Management/WED
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103, AR 690-400 23 May 1986

2. Post these changes per DA Pam 310-13.

3. Flle this interim change iﬂ front of the "400" series of
chapters in the basic Federal Personnel Manual.

(DAPE-CPL)

By Order of the Secretary of the Army:
JOHN A. WICKHAM, JR.

General, United States Army

Chief of Staff

Official:

R. A. DILWORTH

Brigadier General, United States Army
The Adjutant General

Distribution:

Active Army, ARNG, USAR: To be distributed in accordance
with DA Form 12-4 requirements for the FPM.

©yU.S. GOVERNMENT PRINTING OFFICE: 1986-491-0C012C546 Q
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PIN: 048997-903
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D;;;;C;e;‘x:‘:)t the Army ”mm@@ﬂ[t@ [A\@Eﬁ@m]

Washington, D. C.

@ %" INTERIM CHANGE

AR 690-400
Interim Change
No. 104

Expires 23 May 1988

Civilian Personnel
Employee Pertormance and Utilization

Justification. This interim change transmits copies of DA
Forms 5397-R and 5398-R that are prescribed by Interim Change No.

103 dated 23 May 1Y986.- This change authorizes local repro- -
duction of these torms until they are available through normal
distribution channels.

Expiration. This interim change expires 2 years from the date
ot publication and will be destroyed at that time unless sooner
rescinded or superseded by a permanent change.

1. Post this change per DA Pam 310-13.

2. File this interim change in tront of the "400" series ot
‘ chapters 1n the basic Federal Personnel Manual.

(DAPE-CPL)

By Order ot the Secretary ot the Army:,/
s

JOHN A. WICKHAM, JR. '

General, United States Army

Chiet of Staft

Otficial:

R. L. DILWORTH

Brigadier General, United States Army

The Adjutant General

Distribution:

Active Army, ARNG, USAR: To be distributed in accordance
with DA Form 12-4 requirements tor the FPM.
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CIVILIAN PERFORMANCE PLAN
For use of this form ses AR 690 400. Chapter 430. the proponent sgency s DCSPER PAGE OF PAGES
p— jn— — " PART | - ADMINISTRATIVE DATA I R
1 NAME (Last, First, M1) AND SSN 2. NAME AND LOCATION OF EMPLOYING OFFICE
3. POSITION TITLE AND NUMBER PAY PLAN, SERIES AND
GRADE/LEVEL
PART Il - PERFORMANCE ELEMENTS AND STANDARDS
JOB ELEMENTS CE PERFORMANCE STANDARDS
a b 3
td
PART 1l — AUTHENTICATION
SIGNATURE DATE SIGNATURE DATE

1]

SUPERVISOR
2]

REVIEWER!

APPROVING ~

OFFICIAL
K

EMPLOYEE"

s mployer stgnature indicates that discussion. not necessartiy agreement has occurred

DA FORM 5397-R, MAY 86

Declassified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9

REPLACES DA FORM 4940 R {WS) OCT 80 and

DA FORMS 4968 ana 4968 1 APR 81 WHICH ARE OBSOLETE
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INDTHUL I IUND T wrm o oo ;
(Complete in duplicate within 30 days of the beginning of the rating period.)

- GENERAL INSTRUCTIONS

a. The purpose of the performance plan s to inform the employee of what is to be accomplished during the rating period and how those
accomplishments will be evaluated. This plan, when properly authenticated, may be used for more than one rating period

b. Performance plans will specify what the employee is expected to do, how well it is to be done, and when the products are due. The
employee should fully participate in the development of the performance plan; however. final decisions will be made by the rating super-
visor. The plan should be developed at the beginning of the rating period. It should be reviewed periodically during the rating period and
updated as needed.

¢. Job elements are the major components of a job. They express the fundamental purposes of the job. Generally, the simpler and fewer
the elements the better. Job elements can usually be identified by asking the questions: “Why does this position exist?" and “What is the
overall purpose of the activities the employee is paid to perform?”

o d. Mission and function statements, organizationai goals and objectives. and position descriptions should be considered in identifyving
job elements. but not identified as Job elements, per se. Normally, job elements will be derived from consolidating and summarizing the
employee duties and responsibilities reflected in these documents

e. A critical element is a major component of a job consisting of one or more duties and responsibilities which contribute to accomplish-
ing organizational goals and objectives and which is of such importance that unacceptable performance on the element would result in
unacceptable performance in the position. Noncritical elements are not recorded for Senior Executive Service (SES) employvees.

f Each job not in the SES must have at least one critical element and one noncritical «lement Each SES job must have at Jeast two
critical elements In addition. Equal Employment Opportunity (EEO) will be a critical element in all supervisory positions assigned specific
responsibilities for carrying out local affirmative action plan requirements and in management official positions when program management
actions directly affect EEO.

g Performance standards express the results expected to be achieved during the raung period to accomplish the purpose of the 10b
elements. The reason that performance standards are written is to allow for understanding and documentation. Therefore. standards should
be written to allow performance to be measured in terms of quahty, quantity. or imeliness. Not all standards can be measured by all three.
In higher level positions. the quality of performance may be more important than quanuty The standards should concentrate on work
outcomes or end products rather than work behaviors or work processes.

h. The standards should be wntten at the “"acceptable” level to permit the fully qualified. competent employee to meet the standards
and the more competent empiovee to exceed them. Passfail standards talse cailed absoiut standards: cannot he exceeded and should be
avoided

i Each standard must be specific. measurable, attainable, and within the control of the employee Do not include standards of conduct.
such as tardiness, absenteeism, or insubordination, which should be corrected through disciplinary procedures. Further. performance
standards relating to personal traits, such as interpersonal relationships. resourcelulness, dependability. ete., are inappropriate unless they
are clearly job-related and capable of being documented and measured. Do include manner of performance e 2., developing and mamtaining
good working relationships with representatives of other orgamizations; -

" For additional getails when evaluating non-SES employves, refer 10 AR 690-400. chapter 430, Performance Management, and DA
Pamphlet 690-32. Supervisor's Guide to Performance Maipag«monl For SES emplovees, refer to AR 690-900. chapter 920, Senior Executive
Service.

PART | — ADMINISTRATIVE DATA (To he completed by the rating supervisor )
Jtems 1. 2, and 3. Self explanatory
PART 1l — PERFORMANCE ELEMENTS AND STANDARDS ( To be completed by the rating supervisor with empioyee participation.)

Column a List the job elements for which performance standards will be established. Ordinarily there will be 2—6 job elements for
non-SES positions. at least one will be critical and one will be noncritical. There will be at least two critical elements for SES positions.
Number each element sequentially e, 1.2, 3 etc)

Column b Enter " Yes™ opposite each job element in column ¢ which is a critical element. Enter “No" opposite each job element which
is not a critical element Nofe There uill be no noncritical elements for SES posttions.)

Column ¢. Enter the performance standards which the employec must meet for acceptable performance of each job element. This is an
explanation of what the emplovee must do for satisfactory performance or performance at an acceptable level of competence. It additional
space i needed. continue on a single sheet of 8:1/2 x 11-inch paper. showing the employee’s name. position title, pay plan. series, and
grade. Fill in the upper night-hand corner of DA Form 5397 to show the total number of pages. not Lo excved two 12 ¢, the form and one
page)

PART {1l — AUTHENTICATION (The rating supertisor, the retieweriapproving official. and the employec wall sign and date buth copies
of the plan.)

Jtems 1. 2. and 3 Complete at the beginning of each rating period, upon change of rating supcrvisor, and when changes to job elements
(including critical element designations®or performance standards) are made during the rating period. The supervisor’s signature indicates
that the employee has been given an opportumty to take part in developing job elements and performance standards and that Part 1l has
been discussed with the employee The employee’s signature indicates that the supervisor has discussed the plan with the employee It
does not necessarily mean that the employee agrees with the iob elements and performance standards. If the employec refuses Lo sign and

\mh date the plan, the supervisor will s0 indicate in item 3. enter the date, give the original to the employee, and keep a copy. The date initem 3

“will be the effective date of the pian

Reverse of DA Form 5397-R. May Bt
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For use of this form_ ses AR 600-400. Chapter d:lo;itho proponenst ;ooncv is DCSPER
- PART | — ADMINISTRATIVE DATA

1. NAME (Last, Fint, MIJAND SSN e R ~ | 2. NAME AND LOCATION OF EMPLOYING OFFICE

3. POSITION TITLE AND NUMBER PAY PLAN, SERIES AND

GRADE/LEVEL
4. PERIOD COVERED 5 UNDER SUPERVISION OF | 6. TYPE OF RATING 7 IF PROBATIONARY, INDICATE

R N

CURRENT SUPERVISOR D ANNUAL RECOMMENDED ACTIO
Thow D spECIAL ““'Nas OVE FROM POSITION
FROM MOV
To I | PROBATIONARY (SF 52 attached)
PART || - PERFORMANCE EVALUATION
8. JOB ELEMENT CE RATING JOB ELEMENT CE RATING
a b [ a b c

g ELEMENT RATING EXPLANATION

DA FORM 5398-R, May 86 AEPLACES DA FORMS 4940 1 R 4940 2 R ano 4940 3 R, OCT B0
DA FORMS 4969 AND 4969 1, APR B1 WHICH ARE OBSOLETE

copy O empLovee (O SUPERVISOR J RECORD O oTHER
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PARY || — PERFORMANCE EVALUATION (Continued)

9. ELEMENT RATING EXPLANATION (Continucd)

PART 11l ~ INDIVIDUAL DEVELOPMENT PLAN
10.
PART IV — SENIOR EXECUTIVE SERVICE tSES)ONLY
1. RECOMMENDATICNS 12 RATING OF FICIAL APPROVAL
! PERFORMVANCE SALARY PERFORMANCE
RECOMMENDING OFFICIAL SALARY © AWARD sHONT S ADJIUSTVENT AWARD +HONTU'N)
RATING > i b
Q i < -
YES NC | YES NO

SUPERVISOR

REVIEWING OFFICIAL (Optional) { ec
PERFORMANCE REVIEW BOARD [

Note: SES members may respond in writing to their initial ratings. They also may request higher executive level review either before
ratings are submitted to the Performance Review Board or after final rating is assigned. but not hoth Sce AR 690-900. chapter 920,
Subchapter 5.

“PART V — COMMENTS

13,
L)
PART VI —- SUMMARY RATING LEVEL
14,
HIGHLY FULLY MINIMALLY ACCEPTABLE UNACCEPTABLE "
DEXCEPTIONAL SUCCESSFUL SUCCESSF UL SATISFACTORY UNSATISFACTORY
PART Vil - AUTHENTICATION

158 SUPERVISOR NAME AND TITLE b SIGNATJURE . DATE
16s. REVIEWING OFFICIAL (Optional) NAME AND TITLE f iy SIGNATURE - . DATE
17s PRB REPRESENTAT‘VE NAME AND TITLE o SIGNATURE « DATE
18s APPROVING/SES RATING OFFICIAL NAME AND TITLE r. SIGNATURE ¢ DATE
19s EMPLOYEE NAME b SIGNATJURL « DATL

Reverse of DA Form 5398-R, May 86
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(Complete after the rating period ends)

PART.! — ADMINISTRATIVE DATA (The seruicing civilion persunnel office or the rating supervisor will fill in this information for annual
and probationary ratings The rating supervisor will complete Part I for special ratings.) — e

Items ] — 6 Self-explanatory.

Item 7 Only used for probationary ratings — Based on the employee’s performance compared to performance standards, check the
proper block, recommending that the employee be retained in or removed from the position.

PART Il — PERFORMANCE EVALUATION (T be completed by the rating supervisor.)

Item &a. Transfer elements from the employee's Civilian Performance Plan (DA Form 5397) to column a. using the numbers assigned to
each element on DA Form 5397 .

Jtem 8b. Enter “Yes™ or “No". consistent with the entries in column b of DA Form 5397. (There will be no noncritical elements for
SES positions )

Item 8¢ Compare the employee's performance of each element to the performance standards established for the element and enter the
appropriate rating for each element “E™ if standards were exceeded. “*M" if standards were met, *NM" if standards were not met, or *“NR"
if the emplovee had no opportunity to demonstrate performance of the element.

Item Y Using the numbers assigned to each element in column 8a, explain “E",“NM", and “NR" ratings. Describe the results achieved
by the emplovee. Enter appropriate remarks that have a bearing on the employee’s performance (strengths and wealnesses) during the rating
period. When the summary rating level in Part VI of this form is Fully Successful, explanations of “*E" and *"M" ratings are optional. Super-
visors are encouragted. however, to use this opportunity to explain the basis for all element ratings assigned. For non-SES employees, when
an exception to the summary rating level decision table (See Part V'l beluw) is approved. the reasons for the exception will be explained in
this part.If additional space is needed.-continue on a single sheet of paper, 8-1 x 11 inches. Show the employvee’s name, position title, pay _
plan, series and grade on the continuation shect

PART Il — INDIVIDUAL DEVELOPMENT PLAN (T« be completed by the rating supcrvisor in consultation with the employee )

Review the extent to which the previous IDP was accomplished. Specify formal training (course title, if known;. developmental assign-
ments (includmg on the-job trammg). and self-development activities needed to develop/improve employee competence within the next
rating period. (Refer to AR 691 4iis chepter 410 for guidance on gssessment of traiming needs. For the Sentor Executive Service. refer le

AR 690900, chapter 4211 subchapter 6 NOTE I the rated empluree is not in the Senior Executive Service, go to Part

PART IV — SENIOR EXECUTIVE SERVICE 1SES) ONLY

Jtems 11a - 11¢ Recommendations Each official listed in the first column will enter the recommended rating. “"E’* for Exceptional.
“HS" for Highly Successful. “F&" for Fully Successful, ete. For a salary adjustment. enter **Yes™ or **No' and for a performance award
{bunus). enter “Yes” or "No” .

Items 12a and 126 (T be completee by the rating official ) I a salary adjustment is approved. state the new rate.1f a bonus is approved.
show the percent of base pay approved

PART V — COMMENTS .

The employee. the rating officials, and the SES Performance Review Board representative may record their comments in this part.
PART VI — SUMMARY RATING LEVEL ( To be completed by the supervisor for non-SES employeés; by the rating official for SES
employees » Omiut for PROBATIONARY ratinus of GM employvees and new supervisors:managers. .

Check the box which best descrihes the employee's overall performance during the rating period. based on element ratings. The summary
rating level should agree with the defimtions below

FOR NON - SES EMPLOYEES
Exceptionai Fxceeds periormance standards for all critical and noncritical elements.

Highiy Successfui Excecids periormance standards for the majority of critical elements including EEO,. meets performance
standards for other critical elements. and at least meets performance standards for all noncritical elements.

Fully Successful At least meets performance standards for all critical and noncritical elements.

Miumimally Acceptablc At least meets performance standards for all critical elements and fails to meet performance standards for
one or more noncritical elements

Unacceptabie Fails to meet performance standards for one or more critical elements.
(Sce AR 6904100, chapter 430, subchuptcer 3 for pohicies and procedures for deviating from the above definitions.

For SES EMPLOYEES

Exceptional Perfurmance in relation to performance standards is of such quality that it could only be achieved by the most
exceptional executives. Exceeds performance standards for all elements. The executive deserves special recounition

Highly Successful Performance in relation to performance standards is of such guality that it could only be achieved by executives
who are substantially above average At least meets performance standards for all elements. Exceeds the standards for some elements.
including EEO. The executive sets a standard of performance which serves as an example to others.

Fully Successful Performance in relation to performance standards is of such quality that it would be expected only of a proven.
competent executive At least meets standards for all elements

Minimally Satisfactoors Performance in relation to performance standards 1s less than that expected of a proven. competent
executive. Performance indicates a necd for improvement in one or more elements The executive must improve to warrant retention

Unsatisfoc tory  Performance in relatson to performance standards is clearly unacceptable. Fails to meet standards for one or more
elements.

iSeparated from DA Form 5388 R May ~6-
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Vit — AUTHENTICATION
Items 15 — 19" Except for SES employees, the performance rating will be signed and dated. in the order shown, with the employee

R _____ signing last after the rating-has been approved. SES employees sign after discussion with the supervisor on their performance and the recom

sign and date the rating, the supervisor will note the employee’s refusal in item 19, enter the date, and distribute the rating. The employee

mended rating. The employee's signature does not necessarily indicste agreement with the performance rating. If the employee refuses to
‘ may enter comments in Part V. (Notc. ltem 17 applies ONLY for SES rotings )

(Reverse of Instructions — DA Form 3348 R May 86)
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CHAPTER 430

Performance Appraisal

Contents

SUBCHAPTER 1. General Provisions

1—1. Introduction

1—2. Applicability

1—3. Agency Obligations Under 5 U.S.C Chapter 71
1—3. Requirements Affecting System Design

{—S. Duration of Appraisal '

SUBCHAPTER 2. Tr= Appraisal Process .

‘ 2—1_ ldentifying Performance Elements

v @ 2—2. Identifying Critical Elements
2—3. Establishing Performance Standards
2—4. Measuring Performance '

2_5. Appraisal Systerp Evaluation

APPENDIX A. Guidance on Improving Performance Appraisal

A—1. Introduction
RN A—2. Purposes of Performance Appraisal
A—13. Charactenistics of Effective Performance Appraisal Systems
A—1. Development of Performance Standards
A—5. Methods Used to Appraise Performance
A—©6. Improving Appraisals of Performance
A—1. Follow Through and Continuity

— e - - y
H For related informahon O - See—
| Text of pertinent laws. rules. and regulations Supplement 990-1
Semwr Executive Service and othes cxecutive pe-sonne! , Supplement 920-1°
. : Within-grade ireases
! Federal Wage System Supplement $32-1
! General Schedule Chapter 531 i
- Completion of probationany pernd Chaprer 315
| Promwhion and intemal plavement Chapter 333
_ Reductwn in force Chapter 351
Tramng Chapter 410
Actions hased on unacepable perhnanee Chapter 43
T jwentine awards Chptes 481
¢ Quahity IncTEaNS (anter S
o Merit pay and cash awards (a5 SO
ﬂ : L PR LR
N . P
1ast. 251
Fedoral Personne Manual ‘ December 31, 1950
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Subchapter 1. General Provisions

1-1. INTRODUCTION

a. Coverage of this chapter. This chapter provides
guidance to agencies on performance appraisal for
employees who are not in the Senior Executive Serv-
ice and not excepted in section 430.201tb) and (¢} of
S CFR. It presents material which agencies may find
helpful in establishing new performance appraisal sys-
tems of in improving current systems. The techniques
and procedures covered are those 10f which there is
a ereat deal of experience and which are supported
by research results. They have proven to be very use-
ful to a number of organizations in designing and
iinplementing performance appraisal sysiems. Agen-
cies are encouraged to use. modify and expeniment
to develop systems which will work best for them.

b. Definitions. Terms used in relation to perform-
ance appraisal in this chapter are defined as follows:

(1) Appraisal system means a performance ap-
praisal system established by an agency under sub-
chapter | of chapter 43 of title S, United States Code.
and Pant 430 of 5 CFR. which provides for establish-
ment of performance standards. identification of cnit-
ical elements. communication of standards and critical
clements 1o employees. establishment of methods and
procedures to appraise performance against estab-
lished standards. and appfopriate use of appraisal in-
formation in making personnel decisions.

(2) Performunce means an employee’s accomplish-
ment of assigned dutics and responsibilities.

(3) Appraisal means comparison of an employee’s
performance of duties and responsibilities with per-
formance standards.

(3) Performance management is the total process
of observing an employee’s performance in relation
to performance requirements over a period of time.
and of then making an appraisal of 1t. It includes such
sub-proccsses as day-to-day working with employees
to improve their performance and giving appraisals.
fnformation gained from the process may be used to
determine the relevancy of individual and work group
pe.formance to mganiwimal purpuses. improve the

FWMMM

- e JUUUVNOIPSEEE

effectivencss of ihe organizational unit, and improve
the work performance of individuals.

(S) A critical element means a component of an
employee's job that is of sufficient importance that
performance below the minimum standard established
by management requires remedial action and denial
of a within-grade increasc. and may be the basis for
removing or reducing the grade level of that em-
ployee. Such action may be taken without regard to
performance on other components of the job.

(6) Performance siandards are the expressed meas-
ure of the level of achievement established by man-
agement for the duties and responsibilities of a po-
sition or group of positions. Performance standards
may include. but are not Jimited 10. elements such as
quantity, quality and timeliness.

(7) Appraisal period means the period of time €5~
- tablished by an appraisal system for which an em-

ployee’s performance will be reviewed.

¢. Purpose of performance appraisal. The primary
purpose of the performance appraisal process is to
improve organizational performance by providing
management with information about employees’ per-
formance and employees with information about how
they can improve their performance and possibly en-
hance their career opportunities. Managers nced ap-
praisal data to plan and assign work as well as to
make personnel decisions which are in accondance

- with law, regulation. and agency policy. To be useful
t© all concemed. the performance appraisal process
needs to be based on realistic and objective sandards
derived from the requirements of the position which
are established and communicated in advance SO that
supervisors and cubordinates have a common under-
standing of expected performance. These, simply
stated., are the essential concepts underlying the ap-
plicable statutory and regulatory requirements.

d. Sources of additional assistance in OPM. The
Special Programs Consulting Division ol the Work-
force Effectivencss and Development Group. Office
of Personnel Management. p.0. Box 14108, Wash-

fest. 283
December 31, 1960
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CHAPIER 430 PERFORMANCE APPRAISAL

ington, D.C 23X, and OPM's repional otiices can
assist agenwies 10 improving their pertorniance ap-
praisal systems. Available matenials include sugpes
dons on Jdeveloping and implementing periormance
appraisal systems, 8 checklint of regulatory require:
ments and other types of aids as well as techmeal
assistance 1o agendy managen in the fullowing arcas.

(h fitting performance apprainal into an overall
rerformance management Provess: '

) developing goals. objectives. cntical clements
and pertormance standards

(3) tailoring appraisal systems to fit cach organi-
zation’s charactefistics,

¢3) counsehing, feedback. and interpersonal issues
related to performance appraisal.

(3) linking perfonnance appraisal to pay. incen-
tives. training. Promotions, demotions and other per-
sonnct decisions,

(6) advising on management and technical shilly
needed in the process of implementing appraisal sy
tems; and

(7) assessing the ctfects and eftectiveness ol ap-
praisal systems.

1-2. APPLICABILITY

a Coveruge Title 5. United States Code. Chapter
43 and S CFR Part 430 list-agencies and cmployees
covered by statute and regulaticn. As authorized by
title 5. U.S.C.. section 130102160, the Ottice of Per-
sonne! Management has excluded certain positions in
the excepted service. Part 420, section 130201
requires that agency requests for exclusion of posi-
tions in the excepted cervice must be submitted to the
Director of the Oftice of Personnel Management. This
section alw requires that such requests be in writing
and explain why such positions should be excluded.

b. Speciul employment and work-study programs.
Employees in such programs as veterans readjustment
and cooperaiive work-study are covered by SUSC.
sections 3301 and 3302, for the purpose of perform-
ame apptui\ul. Depending on the nature and length
of appmntment. agencies may want to develop sep-
arate ;,ppy;mal sy stems for such emplosees, of they
may cover them in their systems tor other emplovees
covered by S US.C 3. .

1-3. AGENCY OBLIGATIONS UNDER 5
us.C. CHAPTER 71

1t 1~ very impurtant for agenuies B reCoEn/e. and
be responsive to. thair obhigations under S USC
Chapter 71 when they are developing performance

frst. 261
Cecember 31, 1988

appraisal systems which affect employees 0 existing
bargaining units.

The Federal Labor Relations Authority has held
that the duty to negotiate with representatives of bar-
gaining unit employees docs o' extend to the content
of performance standards of the identitication of crit-
ical elements. However, the Authority did find that
agencies have an obligation 10 bargain. consistent
with law and regulation and to the extent of their
discretion, on other aspects of the performance ap-
praisal systems. Among these malters that are bar
gainable. the Authority specifically noted that agen-
cies have a duty to bargain with exclusive
representative(s) on such aspects of the appraisal sys-
tems as the form of the employee participation in the
establishment of performance standands in accordance
with § U.S.C. 4302, the procedures used to develop
and implement performance standards and critical
elements. and the arrangements for employees ad-
venely affected by the application of performance
standards to the employees.

It should be clear that the successful implementa-
tion of a performance appraisal system must ulti-
mately rest on empioyee participation and acceptance.
Where employees are represented by a labor organi-
zation, employee participation must be achieved
through the union. This bilateral process may result
in delay and compromise, but a final product agreed
to by both management and the union can result in
4 more effective system since it will likely have
greater credibility with employees. (See Nationa!
Treasury Employees Union and Depariment of the
Treasury, Bureau of the Public Drept. 3 FLRA No.
119; and American Federation of Government Em-
plovees. AFL-CIO. Local 32 and Office of Personnel
Manavement, Washington. D.C.. 3 FLRA No. 120,

1-4. REQUIREMENTS AFFECTING SYSTEM
DESIGN

4. Number of svatems. Chapter 3ot title 5, United
Sate  Code. section 4302, requires that agernies es-
tablish one or more appraisal systeni. There is no
ample formula that may be used to determine the
Aumber of AMNCHIS AN apenvy needs. Some agencies
in the past have used @ angle system 1o meet their
needs tor apprasal information while others have uwd
mote than one system OF coune, the number of ap-
prasal systenns peeded will vary from apency to
agency and will depend on several factors Designen
of dpprasal systems hould he aware that performance
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appraisal information s necded for many purposes:
c.g.. S US.C. 4302 requues that the results of per
formance appraisals be used as the basis for a number
of pervonnel decisions. Designens need o determine
whether these purpines can dest be served by a single
system of multiple systems. Other fuctors such as the
characteristics of the organization should be consid-
ered in determining the number of systems needed.
Answers to the following questions on organizational
characteristics will help in determining the number
of systems needed.

(1) Are employees of the agency centrally located
or are they geographically dispensed?

(2) Are there occupational groupings of job fam-
ilies that cutl across organizations which could serve
as a basis for a system?

(3) Are there genuine differences in the types of
work performed by an organizationi's) which result
in the need to U substantially different appraisal
methods and prucedures?!

(4) Have organizational delegations been made of
functions assigned in such a way as to make it more
efficient and economical to have more than ont
system”

(5) Are there a number of pay systems which, be-
cause of the nature of the work, have different ap-
praisal necds?

b. Length of appraisal periods. The primary pur-

of the periodic appraisal is to assure that super-
visors regularly review empluyees™ perfonmance. give
employees fecdback about their performance. and
vide information necded for various personnel de-
cisions. While it generally will be useful to provide
for an appraisal period of onc year in length, agency
systems may provide for an appraisal period of shorter
or longer length. A system may provide for an ap-
praisal period ol uniform length or it may vary the
fength according 10 the nature or level of the work
pcrfurmcd or the type of tenure of appointment in-
volved. However. annual appraisals are necessary for
certain peronnel decisions, ¢€.g.. ment pay and
within-grade increases. The key to establishing the
length of the appraisal period is that it must meet
agency nceds.

c. Timing of appraisals. Agcncies have broad dis-
cretion in determininy, the timing of appraisals. An
agency may establish a single appraisal date for all
employces of may stagper the appraisals by grade.
organizational unit. type of work performed. dead-
lines for making particular peronncl decisions (such

f-—-’-nﬂmw

as merit pay determinations). of other appropriate fac-
tors. In order to retain fexibility, sysicms also need
to provide for madifying the schedule when special
situations arise. An agency may require that employ-
ces serve a minimum amount of time in their positions
before being appraised or may provide only that em-
ployees be assigned in their positions jong enough for
supervisors to be able to make objective j
Similarly, provisions may be made for situations in
which supervisors are new 1o their positions or for
employees who have been on extended leave or detail.
Appraisals may be given and new appraisal periods
may begin when supervisors of subordinates change
positions of when major changes in performance
standards occur. In addition, an agency may Inake an
appraisal at any time an employee’s performance sig-
nificantly improves of deteriorates under such policies
and procedures as it may establish.

d. Appraisals for difjerent purposes. The appraisal
system has many purposes. each of which is served
by other personnel management programs. it should
be designed, therefore, to serve the ends of each of
these programs. In designing an apprisal system an
agency necds to consider the different Xinds of in-
formation needed to make personnel management
decisions. Some. such as acceptable level of com-

. reduction in force, and merit pay decisions,
are based solely on the summary appraisal of an in-
dividual employee's performance. in other situations
a decision to be made may depend upon information
that distinguishes the level of performance o indi-
vidual performance clements, for example. a decision
to recommend or approve training designed to en-

. hance performance on 3 particular performance cle-

ment(s). Specific kinds of information are nceded with
regard to merit promotion. Appraisal information that
will be used for promotion purposes should be rele-
vant to the target job as wellas the individual’s present
position. Therefore. information about ability to per-
form in a different job may have to be provided sep-
arately or at different times than the regular appraisal.
In providing appraisal data, it may be useful for su-
pervisors to utilize records of discussions held with
their subordinates about their periormance.

¢. Recording appraisals. Agencies may use any
suitable methed of recording appraisal data. Although
appraisal information for an cinpioyce may be sum-
marized by an adjective. naumber, cic.. atan agency's
option, summary categorization alonc would be in-
sufficient to serve the purposes iniended by the law.

lust. 261
December M, 1559
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CHAPTER 4)0. PERFORMANCE APPRAISAL

f. Appraisal forms. Forms should not be relied
upoa o carry the weight of implementing 3 perform-
ance appraisal system. Forms should support rather
than control the overall system and should be designed
with the ultimate uscs of the appraisal data in mind.

g. Records. S CFR Part 293 sets forth procedures
for maintaining empiwyee performance records. Spe-
cific facsors which need to be considered in related
documentation include the following:

(1) types of forms or documents essential to record
or suppont an appraisal.

(2) distinction between permanent and temporary
records; '

(3) record retention jocations and schedules:

(4) recordkeeping requirements of the Uniform
Guidelines on Employce Selection Procedures;

(5) intended uses of records; and

(6) control of records to prever: unwarranted in-
vasions of personal privacy.

h. Labor-management relations. In dealing with

in exclusive bargaining units. 2gencics
should be mindful of their obligation under chapicr
71 of title 5. US.C.. to labor organizations with
exchusive representation of national consuitation Aghts.

i. Equal employment opportunity. in making pef-
sonne} decisions which use performance appraisal in-
formation, agencics need to be aware of the po{cn}ial
applicability of statutory and regulatory requirements
for equal employment opportunity. relevant U.S. Su-
preme Court decisions. and the Uniform Guidelines
on Employce Sclection Procedures.

fast. 261
Decerader 3, 1989

1-S. DURATION OF APPRAISAL

s CFR Pant 430 provides that the performance of
employces will generally be appraised on at lcast an
annual basis. There arc occasions when an agency
may want 10 appraise an employee’s performance 00
Jess than an annual basis because of a change in his
or her cmployment status. A performance appraisal
is in effect until it is replaced by another performance
appraisal under the agency appraisal sysiem- How-
cver. when an cmployee €nters a new position the
agency may appraise the employee’s performance as
soon as the employee has been in the new. position
long enough for the supervisors 1o make an objective

moted or reassigned near the beginning of end of the
appraisal period the agency may appraise the per-
formance of the employee in the new position when
it determines that the supervisor is able to make an
objective appraisal. For most positions 120 days is
considered the minimum amount of time in which a
supervisor would be able to make an objective ap-
praisal. This practice would ensure that employees
have a relevant performance appraisal based on cur-
rent duties and responsibilities assigned. A newly
appointed employee to the Federal Service or an em-
ployce who transfers 10 another agency is assumed
to have an entrance performance appraisal of satis-
factory, or whatever equivalent performance appraisal
the agency uses 10 describe such overall performance
appraisal, until it is replaced by onc based on actual
performance.

Federal Personned Manual

Declassified
and Approved For Release 2012/10/04 : CIA-RDP90-00530R00040069
- 0009-9




-

Subchapter 2. The Appraisal Process

Declassified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9

2-1. IDENTIFYING PERFORMANCE
ELEMENTS

a. Methods. There are a2 number of sources of in-
formation that are helpful in identifying and estab-
lishing performance clements—position descriptions,
mission of functional statements. budget and planning
documents. ctc. Obviously, there are many ap-
proaches to the development of performance ciements
for a position—job analysis, task analysis, position

sweriplion review, etc. There is no ‘right way'—
what is important is that the performance elements
should be clearly stated and based on the major duties
of the job. The guidance in this chapter is limited to
the puosition descriplion review approach since it is
the easiest to use and the position description normally
contains most of the information needed 10 identify
performance clements.

b. Paosition description review. A preliminary siep
in the uppraisal process is an analysis of what the job
requircs. While most performance elements will relate
to results and products. behavior—how a job is done
sather than what is accomplished—also, may be ap-
propriatc_ly_includcd. as in the case of courtesy to the
public. Some form of analysis is necessary for agen-
cies to ensure that all important performance clements
are included. In developing performance elements,
a thorough review of the position description should
be made. The ““major duties™* section of the position
description states what the job requires. It should, in
cffect. contain most of the performance elements for
the jub. Other sections of the position description—
UPCTVINTY controls, guidelines, scope and complex-
ity. and personal contacts—will provide additional
information for identifying performance elements. If
the analysis reveals that an employee has duties and
responsibilitics that are inconsistent with the position
description. the supervisor or other responsible off-
cial sheuld sce that appropriate corrective action suci
an rewriting the position description is taken. 5 CFR
Part 430 requires that performance standards rad crit-

understandable?

ical elements be consistent with the duties and re-
sponsibilities contained in employees’ position

c. Performance elements. The analysis discussed
above will identify the most important aspects of an
employee’s work. These clements may represent any
level of specificity and may therefore correspond to
what are commonly called tasks, duties, functions,
responsibilities, performance objectives, performance
dimiom.orodmmfotjobmponeats. When
perfonnance elements have been identified, and be-
foresumtudsmsct.itmybetwlpfulwaskﬂ:e
following questions.

(1) Are the elements all inclusive and
(2) Are the elements consistent with the position
description, functional statement. budget or planning
documents, or some other administrative requirement?

(3) Is the total job covered?

(4) Are there elements relating to behavior? if so.
do they relate to those aspects of the (work) behaviors
that can be observed and measured?

(5) Do the elements refer to work activities under
the control of the employee” .

(6) Is there a way to measure performance? If so.
what existing indicators will provide information
about performance? If not. what additional steps
would be required to provide this information?

(7) Are they compatible with and suppontive of
results assigned to other organizations in your agency?

(8) Are the elements clear and specific?

(9) Are the performance elements defined too
broadly to provide useful information of SO specifi-
cally and narrowly that the information to be provided
would not be useful or would be too costly to obtain?

(10) Are all elements the same for all cmployees
of the work unit who have the sam¢ position descrip-
tion? If not, can differences in clements he explained
and justified?

Sast Wb
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2-2. IDENTIFYING C RITICAL ELEMENTS

a. Methods. The sanw techniques used to identify
performance clements can be used 0 identity critical
clements. In fact, some. but not nevessarily all, per-
formance clements may be designated critival ele-
ments. As indicated above there are a number of
methods that may be used to identify critical elements.
Whatever methad is used. agencies need 1o insure that
al} critical elements are identitied and designated as
such. It is the responsibility of agencies 10 determine
the method(s) to be used in identifying critical ele-
ments. Supervisors and manager are responsible for
determining the pumber of critical elements for a

ition.

b. Idemificution. Ome all the performance cle-
ments have been developed the supervisof needs to
determine which onets) should be critical. Agencies
have wide latitude in determining the scope and spec-
ificity of a performance clement. i‘ncluding critical
elements. They may appropriately ringe from major
dutics Of responsibilities 10 spevific tasks. The key is
that critical elements need to reflect the more impor-
tant duties of the position. They should be the com-

ts of the position which bear a significant re-
lationship to the basic purpose of the position snd to
mission accomplishment. 3 CFR Part 430 requires
that they be in writing and a copy given to the em-
ployee. The number of critical elements will vary
from job to job depending upon the nature and scope
of the duties of pesponsibilities assigned to the job.
However. the number needs to be manageable and
reflect the major components of the job. Every po-
sition should have at Jeast one critical element. and
where there is more than one critical element agencies
may consider the valve of ranking each criticat ele-
ment according 10 its importance t© the position.
Weights should then be asigned o0 reflect the rank-
ings. Critical clements for supervison and managers
should reflect urgamtuliunal as well as individual
duties and responsibilities. Furthering cqual employ-
ment opportumty. when appropnate. should be an
clement for all PETVISOTS and managers who are
responsible for appra. gt performance of em-
joyees. Amwenng ves'” o tour Bas, © questions
gencrally will help in deterpnning whether an element
is critical: Is it a major component of the job? If the
clement were not included would the work that is
carried out by the organization of other organizations
Se advencly affected? Does unaceeptable perform-
ance on the clement have wrious conseyuences (0

- s B

accomplishing the work of the organization? Are you
willing to initiate action for the removal of demotion
of the cmployee if the performance standard for this
element is pol met? Other questions which may help
in determining whether an element is critical are:

(1) Is it a regular, recurring part of the job?

(2) Is it directly related to mission accomplishment?

(3) What is the consequence of error?

(4) Is it a primary responsibdility of the employee?

(5) Duoes it require significant amount of the em-
ployee's time on the job?

(6) Is therc a statutory of regulatory requirement
related to its performance?

(7) 1s it important to successful performance for
somc other reason?

2-3. ESTABLISHING PERFORMANCE
STANDARDS

a. Types of performar standards. A performance
standard is a measust the level of achievement
established by agess * «3nagement for the duties and
responsibilities v = F o or group of positions.
It is 2 statement of . - <F level of accomplishment

at which a performance clement is to be carried out

during a specified period of time. Standards may be

based on work outcomes expressed in terms of qual- ’

ity. quantity. timeliness. or expected results. They
also may be based on observable work behaviors (how
a job is donc rather than what is accomplished). The
only restriction on the type of standards used is that
they should permit accurale evaluation of job per-
formance in relation to the requirements of the
position.

b. Characteristics of good standards. Each stand-
ard should be objective. realistic. reasonable, and
clearly stated in writing. A good standard measures
what it purports to mcasure. In setting performance
standards, it is necessary to consider how performance
will be measured. The standand. when feasible,
should be established in <uch a way that the perform-
ance can be measured in terms of cost, timeliness,
quality. quantity, accuracy. and/or expected results.
When it is desirable to appraise work behaviors. the
performance hould be buth observable and measur-
able. Standards should reflect the degree of difficulty
us well as the ConMeqUERCES of the work outcomes 0
the organization and its mission. There are significant
advantages in wUing the -fandards at a tevel of per-
formance high enough s0 that employees have 1o
atretch their efforts and abilities to achieve them. but
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oot to the cxtent they are unattainable. A range of
levels of performance., where possible, may be estab-
lished to provide information for employees and for
vasious personnel decisions such as metit pay and
cash awards. When several sevels are established cach
tevel of performance should be clearly defined to
avoid confusion and misunderstanding. Answering
“yes'" to the following questions will beip assure the
adequacy ., appropriatencss. and completeness of per-
formance standands.

(1) Are standards clearly and simply stated and do
they cover all critical elements?

(M Do standands clearly state how well or how
accurate (guality). how soon or when (timeliness).
how many of how much (quantity). and in what man-
ner each performance clement is to be camed out?
Where feasible, are work units used. and do they
allow a reasonable margin ov tolerance?

(3) Do standards truly reflect *fully successful-

ormaice’” or it cquivakent”

(3) Are standards attainable and can they be
exceeded?

(5) Will adequate performance as shown in the
standlards produce the required results?

(6) Where cssential, do standards clearly reflect
managenent’s responsibilitics in terms of cbservance
of rules and regulations and safety requirements?

(T) Do standards show how much and how well
employees are expected to do without using qualifying
statements such as cknow' . 'is able’’, of
*-processes’s?

(8) Arc standards written so that *-unacceprable
performance can be clearly identified and remedial
action justified?

(9) Wrere feasible, are standards written so that

ormance levels of *outstanding’’ of *sexcellent”
ot their equivalent can be clearly distinguished from
-fully successful”™ of its equivalent performance and
an incentive award pomination substained?

(10) Were all standards discussed with cmployces
before ariving at 3 decision?

(11) Have the «tandards been discussed. when es-
sential, with the next level of supervision (o €nsure
that they arc ~"in line'” with other offices of units of
the organizat.on?

(12) Do standands for supervisory positions retlect
both organizational and individual responsibilities?

(13) Acc all standasds the same for all employees
of the work unit who Eave the sanie position descrip-

tion? If not, can differences in standards be eaplained
and justified?

c. Variations in critical elements and performance
standards. Some varialions in perf
and critical clements for simil:.» positions both among
agencics and within agencics arc because of
differing missions and organizational climaies, dif-
ferences in the character of technology of the work,

dealing with *identical™ jobs in the same grade, sc-
ries. and organization. lavalid variations can be elim-
inated by conducting a thorough job analysis and set-
ting performance standards accordingly aad by
providing uniform training and expett techaical as-
sistance to individuals responsible for establishing
standards and identifying critical clements.

d. Employee pariicipalion in establishing stand-
ards. Although agency management has the ulimate
responsibility for esuablishing performance standards,
employee participation is encouraged by statute be-
cause it is good management practice.
usually have a great dea) of knowledge about the
requirements of their jobs and also tend to be more
committed to achieving expected levels of perform-
ance when they have had an opportunity o participate
in establishing those levels. Employee participation
can occur in a number of ways. ranging from dis-
cussions between all or a representative sampie of the
employees and their supervisors to 3 periodic or con-
tinvous program of soliciting and following up on
employee views regarding performance standards.
The form of employee participation, when members
of a bargaining unit ar¢ concemed, is subject to ne-

" gotiations between the agency and the exclusive rep-

resentative, (see 1-3. Agency Obligations Under S
U.S.C. Chapter 71, above).

¢. Documeriation. S CFR Pant 430 requires that
agencies put performance standards and critical ele-
ments in writing. Good personne! management prc-
tice dictates that non-critical eleinents aiso should be
put in writing. This documentation has obvious ad-
vantages. Writien standards and perionmace ele-
roents can be signed by both wmismm!emgﬂoycc.
who can then retain copics for future reference. TS
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feduces the poaabelity ot tuture dinagrecment about
what was cypevted Wntien stamdands may be needed
as davumentation tor futwe penonact actions. It is
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!

i U as mevensan o show how an cmployee’s per-
'
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'
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{

i

i
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formance ments an awand as it is to show how an
cmployee’s pertunnance failed to mext standands in
a propned remuval of redntion in grade. Documen-
tatwn. however. should be kept as simple and precise
as punsible and there should be provision for updating comider certain bebavi
a significant changes in Posilions OCCUT. have some bearing on the quality of performance,
f. Communication. Agemics may adopt any suit- ¢.g.. dependability. It may be belpful to describe what

able means of Cownmunicating performance vandards it is that is to be measured. For cxamp’e, does de-
and vntical elements W cmployees. A common and  pendability refer to onc who carrics oul 3ssignments
wnetul method is through suptwiuw-whwdimte dis-  on his or her own, secs that necessary thiags get Jone,
cussiuns about what iscxpcadduringtbeuming c:nbedcpcndduyoainmofpwoatkjob
appraisal perid. Elfective two-way commuLication and effective ine of time, and onc who accepts -
about a job befure the q;pnisalpcrixdbeginsm spoasibility? If s0, then *"one who canies out as-
provade the opportunity o idennfy and promptly re- signments oo his or her own,” “onc sho sces that
solve any misundentandings. Agencics should strive necessary things get done.”” and “‘one who can be
for full undentanding hetween the supervisor, cm- depended upon in terms of effective use of time’
ployee and wecond-level supervisor. When such  refer to the quantity. quality, ond timeiiaess of work
agrccumisumminwk.dxwptwisaism prodmmdd:esunda\lshouldbtwlmﬂ'mg!y.
sible for deciding what is expected and for advising  “"Prexence on the job™" refers W conduct rather than
the cmployee of that deciion. Any changes in the petformance even though it could bc a factor in )
standards or cntical clements alo need 1o be,con-  whether a0 employee mects the stamlard set. Per-
municated and discussed with the emplovee. Further, formance should be measured against esiablisaed ‘
commusnication and coumeling during the work plan-  standards that are based oa the duties and responsi-
ning and the appraisal period will help ensure that  bilities of the position. There are several technigucs

- work sctivity will be consistent with organizational  for measuring performance such as ratiog scales,
goals. Such communication together with written  chechlists. and resulis-oriented evaluation proce-
standands may aho reduce the likelihood of Jisagree-  dures. Several appraisal systems arc discussed in 3p-
msumw;zmmisdismadcatﬂxcndofu: pcndionflhischapter.Agu:icsmymemyd

perid. dwsymdescﬁbcdﬂmeinotmymm
tion of content and Process COMPORCALS which meets
2-4. MEASURING PERFORMANCE the requirements of statut o regulation (sce sub-

a. Busic considerations. The performance of an chapter 1).

employee is the result of his o her accomplishments c. Role of the supervisor. Appraising employee
a~ they are influenced by factors such as the skilland  performance is an integral part of the act of super-
the atwhity of the cmployee and the work cavironment.  vising. The supervisor is the key 10 implementing and
Any mithed used to medsure performance should be maintaining an effective performance appraisal sys-
obyctive. relcvant, and meaningful. In MeasUring tem. The role of SUpETVisors is to review performance
perormance there are twe bhasic factors that should  with employees, as individuals or as a group. i order
be coraudered These are content, i.c., wharis meas- to advise or otherwise assist them 10 achicve a high

ured and growess of o it i measured. § 1LS €. level of performance of to assist them in overconung
402 requises that performance sandaids be oxtab-  obstacles to achieving high level performance. SCFR
lisked which permit the sccurate evaluction of job  Pant 420 requires that remedial action be taken when

prrfemance on the hasis of vhjective criteria and that below standard perfonnince oovurs in one critical

cmpioyees be cvalusied dunag the apprasal period  clement, regardiess of satisfactory performence on
on s h stembards. Therefore. the use of traits soch  other elements, However, in addition to the regaire-
a~ Jepemlabihity. iterest., reliahility, and imitiative in mend that cmployces be given the tunity to dem- I

fmgt. 258
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onstrate acceplable performance before proposing 8
reduction in grade or removal, there is aiso the re-
quircment that supervisors help employees improve
their performance. Improvemant actions can include
training, counseling, or closer supervisor before mov-
'mgoamnxnseveuacﬁons.'ntuisnosingk
solution to all problems; therefore, supervisors need
1o tailor their actions to the specific situations. In the
cvent that remedial actions are incflective, the su-
pctvisotsbouldinitimacﬁontomssi;n.redueein
grade or remove the employee based on substandard
pafommonmotmacaiﬁalem.u~

- kewise, for those employees whose performance de-

serve some form of recognition, the supervisor should
initiate action to ensure that such performance does
pot go unrewanded. Supervisors should also view the
appnisdpmccssualodmusiﬂlhemincmying
out their personnel management respoasibdilities. It is
Wmmmugmmﬁmh\m
to evaluale their cmpioyees. Supervisors should be
cmvixudlhalitisajobdmmbedansowdl
that it will require thought, time, and cffort. 1deally,
they should look at the task of appraising employee
performance as onz of the primary means of achieving
their organization’s goals and. as a logical outcome
of this conviction, they should be willing to be eval-
uawdonbomwellﬂ)cyzppnisclbepafmol
their employecs.

d. Role of the personnel dffice. Historically any
program o appraise the performance of employees
bzsbccnviewdasoneimposedbydnpasonml
o‘ﬁce.’thisvicwmybcamib\udmmefxtmudn

!ofﬁggbasuaditionallyussumedadomim
rolcinthedcveloptmmdintheadminisu'aionof
performance evaluation programs. Therefore, the
impmssionhasbccnctcateddwthepmgnmisim-
posed by the personnel office and is not relevant for
operating activities. The operating manager and the
personnel office both share responsibility for the per-
formance appraisal program. The day-to-day admin-
jstration should be a line management responsibility
with the personnei office serving in a supporting ca-
pacity. The role of the personnel office should be to
furnish management officials with the technical in-
formation needed to implement and operate the pro-
gram, process information callected, maintain em-

ce records, cvaluate how the prugram is carried
out, and to carry out research to determine the most

cffective appraisal techniques.

FM&!MM

2-5. APPRAISAL SYSTEM EVALUATION

a. General. As with any management PrOgram,
mofllwuxnﬁdupecuofapafamw&d
sysie is a provision for its contifrous rEvicw, 8-
sessinent, and when needed, revision. A performance
;ppraiulsynemshouldbcmicwedpaiod-‘uﬂylo
assess how effectively it is operating. how cfficiently
it is being 2dministered, how it is being accepicd by
moseitcovm.whatpmbtansitisgivmgrixb.-d
tonnkemisimswtnnmwtachniq\umba
dcvelop:dwhichwillm:kethcappr:inhymm
effective.

b. Hahods.AaagmcyMldinunMitob-
uimdcqmb\fmnaionabomdtmyinwﬁch
itsapminlsymisfmctionbgh:daimlothe
objecﬁvaofdnpafmwn'mlsymh
gewﬂlcvdofpufmﬂnu@uxdzagmcy.
and the extent to which appraisal resuits are used in

.odsdlamwmmmmhmcd!edfm

mdnappaisdsysm.hnwynuym
supervisors and empioyees, analyze the results of
periodic reports, use Questionnaires to sITvEY the
views of smployees and sspervisors, of CuTy owt spe-
cial studies to identify problem areas or weaknesses
inlbcsystcm.%ilenomnwdwdmayprmiban,

the information needed %0 evaluate an appraisal sys-

km.magtncymyoocsidausingmc&nam
method to oblain adequate information. Whichever
method or combinstion of methods is used the eval-
uation should provide enough information 10 answer
questions such as the following:

(l)Arcappnistlsmedeakcpasoqndm-
agmuudecisiomsuchaptmiom.mhing.w
tention, awards, within-grade increases. Teassign-
ments, etc.?

(Z)Donnnagusandsupuvisasmmb
puxposeandobjecﬁmoftheappnisalsymn?(k
islbmalxkofkmwhdgemdundamma&e
purpose and objectives?

(3)lsxbetimnquiredbymamgmudsupa-
vimtocm‘youtﬂreitpnni:\meappnisa!m
considered an integral part of cheir supervisory re-
sponsibilities? Or is the appraisal of employee per-
formance largely left up to exch manager and super-
visotlodoilwhcnhcorshecmkkr.ilappmpn*
or in his/her spare time?

tast, 260
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Appendix A.

Guidance on Improving Performance Appraisal

A-1. INTRODUCTION ,
a. Use of guidance. This appendix provides infor-
mation for guidance in setting up new performance
isal systems or in improving current sysiems.
fts use is discretionary with agencics. The techniques
res covered are those for which there is
agxwaalofexpuicmcotissupponedbymscm-h
results. They have proven to be very helpful to a
pumber of organizations in designing or revising per-
formance appraisal systems. Agencies are encouraged
10 usc. modify, and experiment with the guidance to
develop sysiem which will work best for them. At
{. several agencies have programs which use
one or more of the methods and discussed.

b. Some current complaints. Performance ap- -

praisal is a means of obtaining necded information
on which management and employees €3n base work-
related decisions. Since performance appraisal is im-

{ 10 many goals of personnel management and
since it also involves the inexact process of onc
tuman being assessing the work accomplishment of
another, it is not surpsising that methods for improv-
ing performance appraisal are much needed but dif-
ficult to prescribe. Performance appraisal has been
extensively used and sometimes misused. Typical
complaints about it are illustrated by the following
situations:

(1) An cmployee is reluctant to discuss develop-
mental nceds because of feelings that management
will use those weaknesses 10 deny promotions.

(2) A SUPCTVISOF CXPrEsscs reluctance to discuss
critical appraisals with employees.

(3) A supervisof complains that performance ap-
praisal is pointless paper work.

8y It is difficult fora sinzle evaluator of ditferent
evaluators 1o apply performance sandards consist-
ently 1o all employees. .

¢. Challenges Jor the future. Although research
continucs N the area of human hehavior and moti-
vation, as yet there is no method of appraisal which

Federal Pervonodl Manual

. In the meantime, however, improvements
aic possible by making use of what is now known.
We can:

(1) clarify our objectives;

(2) develop methods to mect specific goals:

(3) design instruments which call for measurement
of perfe-mance against objective criteria

(4) develop better measures of managerial perform-
ance, ¢.g.. workforce utilization, cost of activities,
client or user satisfaction, eic.;

(5) develop procedures for increasing communi-
cation about work between supervisor and subordinate;

(6) increase skills of supervisors and managers in
providing fecdback to employees and improving in-
terpersonal relations o help supervisors improve pro-
ductivity and better handle employee work probiems;
and,

(7) put them all into 2 program designed to benefit
employees, supervisors, and managers.

A-2. PURPOSES OF PERFORMANCE
APPRAISAL

a. General. The appraisal of performance should
not take place in a vacuum, it should be carried out
in the context of improving agency effectiveness by
better management of its tuman resources. Thus. the
ule of performance appraisal in modem personnel
management is two-fold:

(1) to improve the management of staff resources
by helping employces realize and utilize their fall
potential in carrving cut the agency mission: and

(2) to provide information to employees. supervi-
sors. and managers for use in making work-related
decisions.

The two categories overlap comewh=t in the fol-
lowing breakdown.

test. 261
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Better use of stuff resvarces. Performance appraisal
can help managers and supers izons to:

(a) stimulate improved work performance and

commitment to agency goals;

(b) assign work more etticienily:

(c) improve job plwement. 1.€.. make better em-
ployee-jub matches:

(d) kecp employees adv ised of what is expected
of them and how well they are meeting these
expectations:

(e) recognize and more effectively deal with per-

~ formance deficiency problems.

(f) mwet employees” needs for growth and devel-
opment.  including training needs.  develop-
mental assigniments, ete.l

(g) assist employees in sctting Sarcer goals:

(h) foster an cfiectise working parinenship between
supervisor and employees: and

(i) recognize ctployees’ puicmml for develop-
ment s exccutives and managers.

b. Basis for personnel actions and decisions. S
U.S.C. 4302 requires that the results of performance
appraisal be used 10 the followng personnel sctions.

(1) Within-grade increases. 5 C.F.R.. Pan 531
requires that general shedule employees be perform-
ing at an accepiable level of competence before they
may be pranted within-grade increases. Additional
step ICreases (quality increases) may be gr:glcd for
high quality performance. A Federal wage employee
with a current pertormancs appraisal of satisfactory
or better tor the cquivaleaty under an approved agency
performance appraival system autematically may be
granted a W ithn-grade increase

(2) Merit proomotion. tapplics © competitive serv-
fce only) .-\ppr.n\.d\ of petformame mad be used in
evaluating candnlates 1 wlection for another position.

(M Career development Appranals of performance
may bnng to hieht a possible need tor further devel-
opwent. either through classtoem of on-the-ob train-
ing. to Inprone empln e Cletenes.

(3 Recovmtion aned aaands Performance apprais-
als provede o hasis tor awards of other fecogmition for
pCrIeT. exellent. or exemplany senice

(Sy Probationan poeriend complenem. New em-
ployers hould be caretully obsenved and appraised
during the probationan perind we determuine whether
they have the fnowladecs, shills and abihines soeded
to ivccnmc atisfactorn careed ciplovees Lihewise,
the i duals servang SUPCEVISONY of managertal
probatienan poinst peed 10 he obsenved caretully o

Bunt. 200
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determine whether they perform their supervisory of
managerial duties acceptably.

(6) Reduction in force. An employee's custent per-
formance appraisal is one of the factors i
in determining that person’s retention standing in a
reduction in force.

(7) Reassignment. The advisability of making reas-
signments for personnel management reasons i
ing on-the-job trainiag, bestet match. or
unxceptabkpafmminlhccmjobmybc-
come evident during appraisal of performance.

(8) Warning. The information gained from the con-
veal a problem for which a waming is appropnase
Such action should be timely and. therefore, not wait
until a performance appraisal is due.

(9) Removel or reduction in grade. $ U.S.C. 4303
requires that a removal of reduction in grade based
on pcrformnccbesuppomdbyawrimmicegjw

tinuing process of performance management may re-..

_ing the specific instances of unacceptable performance.

(10) Merit pay. Supervisors and management of-
ficials at the G5~13 through GS-13 levels will recsive
menil pay increases based on individual and organi-
zational achievement.

A-3. CHARACTERISTICS OF EFFECTIVE
PERFORMANCE APPRAISAL SYSTEMS

a. One of the poals of an effective periocmance
appraisal system is to provide benefits to all concerned
parties—employees. Supervisors, Managers. and per-
sonnel officers. A system which achicves this goal
needs to have cerain characteristics. The following
list of characteristics is not all inclusive nor are they
mutually exclusive. but when combined. they provide
a frame of reference for cffective performance ap-
praisal systems. An effective system:

(1) provides for measurement of performance
against exablished clements and standa: s which are
written and are communicated to employees at entry
on the job and at the beginning of the appraisal period:

(2) cstablishes procedures to insure that perform-
ance appraisal information is used for specific pur-
pnes. €. to determine Jevelopmental necds, awards,
ard retention, and not for vague of abstract reasons.
«wvh as appraisals for promotion potential unrelated
10 a particular 8ype of job:

(31 contains appraisal cnteria and techniques that
are appropnate to the pecitic purpses for which the
appraisal is being made.

Feders) Perronmel Manvel
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() provides for measurenxnt techniques that arc
as objective, reliable. and valid as possible:

(5) contains instructions for performance review
and appraisal that arc casy to undentand and use:

(6) provides for sppraising supervisors on how well
they perform their supervisory duties. including their
equal employment oppustunity responsibilities;

(7) provides procedures for keeping employecs in-
formed on the methuds and purposes of appraisals;

(8) provides prowedures for impartial resolution or
complaints and review of appraials:

(9) provides for prompt notification of employce>

" in writing of the results of their performance appraisals:

(1) provides for perindic appraisal of employees
performance;

(1) provides several opportunitics for supervisons
and cmployees to discuss, improve. and plan for job
performance instead of a single annual discussion of
performance; and

(12) prescribes procedures for informing employees
on the steps the agency will follow in using appraisal
information to make decisions to reward, promote.
peassign. train, fetain in reduction in force. demote.
oF reanne cmployees.

A-3. DEVELOPMENT OF PERFORMANCE
STANDARDS

a. General. Penonncl measvrement principles dic-
tate that fair appraisal require 2 realistic standard
against nhich to compare the performance. The
clearer a standard is, the easier it will be to obwerve
and sppraize periviminee. Theretore. the first step in
the provess of cffectively managing employee per-
formance is the Teview of existing sandards and the
development of new standards and for insuring that
they are realistic. measurable, and objective.

b, Contents of performance standards. A standurd
is a deseription of what an cmployee must do to per-
form a specitic task of job clement. bis. in fact. 2
yardstich which cnables the supenvisor and the em-
plmer to Jetermine whether the fatter is performing
tistactorily by mweting of execding established
standards. Fach standard should be stated clearly in
terms which wall perut the supervisor and employee
1o hpow what is cxpected and whether it has heen
met. It goed practice 1o include. it ponaible. the
spealic indicatons of quantity. quality, umcliness.
cic.. that are usd fo cuatuate work results, €.
counts of work provevwed. spet checks of werk, re-

& adorad Pave mmant S0mncand

jew of final product. number of complaints received.
ctc. A guantitative measure of what an employee has
accomplished may be expressed in terms of output
such as number of cases processed o closed, items
produced or positions filled. and amount of time used.
Qualitative measures include such things as the num-
ber of items rejected. complaints received, or crrors
made. Almost all jobs involve these aspects of pes-
formance. bot in varying proportions depending on
the nature of the job. A pruduction job vn an assembly
line may depend as much on quantity as on guality
of production. whereas a research job may emphasize
the quality of results with quantity being a minor
coasideration. Most work situations vary between

these examples, It is easicr, of coursc, 10 measure in

quantitative terms. However, a complete set of per-
formance standards for a job probably will contain
some objectives which cannot be quantitatively of
qualitatively measured. There are some jobs for which
it is difficult to find meaningful measurements. For
example. it may be difticult to evaluute the cffective-
ness of a research scientist whao is working on a long
term project Supervisory and managerial positions

. also present problems of measurement because of the

nature of the positions. Some duties and responsibil-
jties reflect individual performance. Examples are ful-
filling equal employment apportunity responsibilities.
recommending or making personnel decisions in ac-
cordance with merit principles. appraising subondi-
nates fairly and accurstely in accordance with pre-
viousy cstablished standards. and developing
subordinates. Other duties and rexponsibilitics of su-
pervisors and managers refech the performance of the
organization for which the individual is responsible.
i.c.. the degree to which the organizations) vbjectives
are met. In recognition of this component. nwnt pay
provisions state that merit pay decisions may take
managers’ organizational accomplishmeny into ac-
count and include facton such as *improvements in
clfiviency . productivity . and quality of work or serv-
ice. including any signiticant reduction in paperwork:
cont efficiency: timeliness of performance: and other
indications of the ctlectivencss. productivity. and
quality of performance of the emplorces for whom
the superisor oF numager is responsible ™. Informa-
ton about organizatienal accomplishments can be
obtained Trom two principal sources. These are the
organizational umit’s achicvement of vbgectives in ity
planning and bwdget dovuments, and intormation
from users of the organization’s products ofF Wi e,

{nst. 261
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c. Methods of developing performance standards.
Since job requirements and portormance standards are
interrelated. it is common practice 1o develop them
at the same time. Any stamdard needs to be consistent
with the grade level of the position and based on the
duties and responsibilities contained in the position
description. There are several methods that may be
used for analyzing jobs to develop job requirements
and performance standards. Whichever method is
used should take into account the quantitative and
qualirative aspects of performance. including timing
and level of achievement. When standards for em-
ployees performing similar jobs are established by
individual organizational units of supervisors, partic-
ular care peeds o be taken (o aswure that employees
are treated equitably. Various approaches o the de-
velopment of individual performance standards and
the advantages and limitations of cach are discussed
below.

\. Position description method. (2) Description
and uses. The position description serves as a wniten
record of what the employee is expecied 1o do. It
includes information such as job duties. responsibil-
ities. work products. and level of supervision re-
ceived. 1t is typical for the position desription 10 be
written by a manager of supervisor and revised as
pccded when the duties of the job change. Refine-
ments in the process may be made by classification
specialists and others who base their results on ob-
servation of the employee ard analysis of the job.
The resulting position decription may be more re-
alistic and accufatc than the one developed by the
supervisor alone.

(b Advantuges and limitations. The cconomy.
speed. convenience, and job knowledge of a single
person who knows the job thoroughly. i.¢.. the su-
pervisw, are advantages of using the position de-
scriptioh method. Shortcomings inclade the single
point of vicw on which the standard 1§ based and the
supervisor's froquent lack of training: in camrying out
job analysis and prepanng positions descriptions. One
of the major problems in writing job desciptions and
performance standards is 10 incorporating the quahi-
tative aspects of the job because they are ¢ difticult
(o awess objectively. fUis Jifficult even to CXpress
qualitative standasds in terms which are similarly
undenstond by all people. Other techniques were de-

261
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veloped to overcome some of these problems. These
ure described below.

2. Expert individual or group approach 10 job anal-
ysis. (3) Description and uses. Many organizations
use cither a job analysis expert of 3 lcam ¢
of personnel specialists and job cxperts (0 improve
the process of collecting data and making judgments
about all of the pertinent information relating to the
pature of a specific job.

(1) Asa first step, the individual specialist or team
collects background information such as of-
ganization charts. classification specifications,
training manuals. and pertinent regulations.
Second. a sample is selected of positions which
are representative of the job, keeping in mind
factors such as location. size of organization,
and amount of public contact. The next siep
involves gathering job data. This may be done
by using methods such as interviews, ques-
tionnaires, work plans. and job diaries, of time
sheets (records or job duties over a period of
time). Information which is collected from dif-
ferent sources and obtained by more than one
method of collection generally is more reliable
than data collected from onc SOUICE. At the

- same time that data on job dutics arc being
obtained. information can be collected 10 use
in developing standards to measure perform-
ance of those job duties. The final steps involve
analyzing the information: kmwledgcs.'skills.
abilities; and other characteristics need for the
job.

(2) Another type of expert group approach to job
analysis is called the job-element method. 1t is
based on qualifying the opinions of job experts
who. as supervisors or as expent workers, know
the requirements of the job. They work under
the dircction of a peronnel specialist who is
familiar with the job-clement method of job
analysis. An interesting sidelight of this tech-
nique is a self-repont checklist by which em-
ployces may describe their own qualifications
in tenns of the pertinent job elements. The
checklist may be uscful in making selections
and in identifying possible causes of poors
performance.

{b) Advantuges and himitations. The various meth-

ods which make use ot one of more job analysis ex-

Federal Pervonned Manost
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perts may be expected to yield more complete, &-
curale, and precise job information which in turn leads
to clearer, MOFC useful performance standards.

job element method has the advantage of yielding job
related data which are useful for several
such as developing rating checklists and constructing
cxaminations. There is also an optional procedure for
selecting job elements which are impornant in devel-
oping training programs. Although the job clement

method has been used primarily for examining blue- -

collar occupations. extension to a vasicty of white-
collar occupations is now being tried by the Office
of Personnel Management.

3. Pariicipative methods. (3) Description and
uses. Although the previously described methods pro-
vide for obuaining job information from employess.
none of the metwods involves employees to the extent

icipati docs Active panticips-
tion is an important characteristics of techniques
as *"Management By Objectives’ (MBO) and the e~
jated. but more limited, " Work planning and Re-
view'" (WPR) systems. These systems a¢ not. how-

standards for most jobs. For those higher-level jobs
charactesized bY few measurable work products and
at involvenent in planning and decision making.

not by job analysis but by agreement between env-
ployee and supervisor using MBO and WPR methods.

quantitative 1o if possible. i.c.. a specificd kind
and amount of work will be donc within 2 cerain
time limit. Thus. employees can readily assess their
s before any formal appraisal takes placc.
Some panicipali\‘e plans have provisions for cmploy-
cev 10 actively contnbute. 1o the appraisal prwvess by
carrying out self-gatings.
(1) Management by objecuves management by
resulls Uses 2 pan"ctpm‘nc approach as pan of
a broad plan t0 integrate organizational and
peronal goals at all mgamn('aml kevels.
Usually this approach calis for all employees

fdtn’f«;nﬂﬂ".\tznd

wpﬂkipumvwmgdegwmmiuq-
gnniulionﬂ objectives as well as planning their
own work. appraising their performance. and
planning their career dev
dates are set. o incd times the
results arc measured against the ted
goals. To be successful. mansgeamu-by-ob-
jectives require of management care”
ful planning. active participation. follow-up
and a regular review
(2) The work planning and review method, which
is narrower in scOpe than MBO. emphasizes
the periodic review of work plans by 3
and supervisor to acknowledge 30418 reached,

and information about solutions, deter
mine areas of specific need such as training.
and review and up-dai the goals and objectives

in the work plan.
(b) Advantages and limitations. The participative
approach. by being oriented 10 the amount and quality

of work accomplished. makes it possible 10 appraise

rather than ambiguous personal qualities. Thus, 20
advantage of this method is that its emphasis is o8
evalvating the characteristics of the work being done,
not the characteristics of the cmpioyee doing the
work. Employee involvement in work
formance standards, amd appraisals promotes fairer,
more objective performance appraisal and resuits 0
ormance and motivation. Man-
agement bY objectives appears 10 be mose successful
when applied 0 managernial, executive, and profes-

A-5. METHODS USED TO APPRAISE
I’ERFORMANCE

variables other than the methods used, which can in-
fluence the eifectiveness of a performance appraisal
sysem. Success of an appraisal system invoives cf-

forts to taitor it 10 the «pecific necds of the orgame
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ity developmenmt and implanentation. The methods
described below  have different characteristics and
serve different purposes. A goud appraisal system
could well make use of one or more of these methods.
The following paragraphs present a briet’ description
of sonw., but not all, of the methadologies used in
appraising perlformance.

b. Management-by-objectives. This v 2 manage-
ment control system designed to integrate OngEuniza-
tional goals with work objectives. There is discussion
between supervisor and subordinate o determine what
results will be achieved. when. how well, ete. For
swome positions, usually at the highest exceutive lev-
els. the content of the position. as well as the expected
results. may be determined by the two participants.
This method is results vricated: it dovs not generally
address the process by which results arc achieved.

c. Work planning and progress rey iew. This method
utilizes the participative approach of management-by-
objectives bul it is narmower in scope. It involves a
clear undcntanding between supervisor and subor-
dinate as to the work objectives to be achieved. bow
well. how fast, cte.. and the periodic monitoring of
progress en waork assignments irespective of the meth-
ods used o appraise performance. This method is
primarily resulty oriented, but progress reviews can
be brosdened to include progress variables.

d. Behaviorally am hored rating scales. This‘ethod
invohes the use of job analysis by a group of «cu-
pation cxpens o develop a list of observable relevant
job dimensions. For each of the dimensions. series
of behavioral. descriptive atements are developed
and refined. This method is process and behavior
oriented. 1t is cspeeially useful where work results
are not clear cut or readily documentable. The scales
must be developed fora apecilic jobora homugencous
class of jobs.

A-6. IMPROVING APPRAISALS OF
PERFORMANCE :

a. Tuming of appranals. (1) Other than the per-
formmance appraisal feguircments listed in S CER. Pant
430, the ageney perlormance appraisal systems which
have been formally seviewed by the Ottice of Per-
wnnel Management, and in applicable pay regula-
tions. there are no et times prescribed for appraising
cmployees Employces <hould be kept cusrently in-
formed about the quality of their performance and
prompty potfied of their appraisals. Good penonnet
practice. howeser. atresses the idea that pertormance

fnst. 260
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appraisal is not just a periodic process. but is the
SUpeTVisor’s continuing day-to-day responsibility.

(2) Individual agency appraisal systems list situa-
tions in which performance appraisal may be post-
poned. One example of this situation involves an em-
ployce who, at the cnd of the appraisal period. is
performing unacceptably because of temporary cir-
cumstances (such as family or health problems). but
is expected in the near future to improve and perform
in an acceptable manner. In these circumstances. good
management practice would be to postpone the ap-
praisal for a reasonable period of time but certainly
not postpone it until the next performance appraisal
period.

(3) An agency may decide to do all performance
appraisals of the entire organization or large parts of
it during the same period of time. This gives the
supervisor the opportunity to review everyone's per-
formance in the same time frame and for the paper-
- work to be coordinated. On the other hand. an agency
may find it convenient to prepare appraisals for the
purpose of chapter 43 of title 5. United States Code,
at the same time that certain other individual assess-
ments or determinations are made. such as acceptable
level of competence determinations for General
Schedule positions.

b. Single purposs versis multipurpose cppraisals.
(1) Advantages of multipurpose appraisals. An ad-
vantage of the multipurpose sysiem is that it helps to
reduce the administrative workload because much of
the same information can be used for more than one
purpose. i.c., information on General Schedule po-
sitions obtained for the performance appraisal may
alvo be used in making a determination of an ac-
ceptable level of competence. Alsv, the relationship
between quality of performance and pay-—represented
by the within-grade increasc of merit pay—is
strengthened by making the two determinations at the
same time.

(2) Appruisals for different purposes and some
cautions on sdtipurpose appraisals. The perform-
ance appraisal required by chapter 43 of title S. United
States Code is based on an appraisal of an cmployee's
performance in the current job. Performance appraisal
for micrit promotion purposes. however, involves pre-
dicting an cmployce’s future performance of job du-
ties. some of which may not be pant of the present
job. Appraisals for different purposes inad require
difterent kinds of information. Therefore. appraisaly
for different purposes should be distinct from cach

Feders! Pervonacd Manusl
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other and prepared separately unless appraisals require
thoumkindsofinfomaﬁonotunsyswmpwvidn
mmcieaﬂyin-dcpthappnialnoachievedlthcde-
sired purposes. lfmmmydoesuseamuhip\npose
appraisal system, it is important for its system to
provide a means of identifying and differentiating
amoag the performance clements which will be used as
a basis for the performance appraisal required by chap-
ter 43, title S, United States Codes, and the perfor-
mance elements which are important for success in
higher level work, i.c.. used for merit promotion

purposes.
c. Adequacy of data. (1) Since no single instrument

or data source is perfect. significant personnel actions

sources. For example, two separate forms from the
same supervisor, on¢ providing a performance 3p-
pnisaland(heo(heranappraisalofpmmionpoten-
tial.shouldnolbebeconsidefedastwosoumesofdm
because they are both from one person’s point of view.
They should be considered two different kinds of
daz——adcscﬁptionofpastptrfomameandapmdic-
tion of future performance. Self-ratings and other
methods of obtaining additional data are discussed
below.

~ (2) The quality of data for personnel decisions can
be improved by:

(a) refinements in rating instruments, through (1)
increasing the relevance of the factors or elements rated
and (ii) making technical improvements in the rating
techniques, i.c.. forced choice methods, graphic rating
scales; or behavioral scales: and

(b) refinements in the appraisal procedures, through
(i) specification to the employee of standards of perfor-
mance. (i) participative goal setting, and (i) im-
proved feedback techmques.

d. Evuluation of supervisors. (1) Supervisors play a
key role in 3 performance appraisal system. Accept-
able performance in a supervisory job requires getting
productive performance from subordinates. Therefore,
supervisors should be evaluated on how well they su-
pervise. including how well they carry out their equal
employment opportunity responsibilities.

(2) Improved cmployee performance as well as ac-
curate appraisal by su isofs are important to both
management and employees. Thercfore, supervisors
and managers need to be evaluated on hew well they
carry oul their responsibilities in appraising the perfor-
mance of their subordinates.

£PM chapter 250 recoynizes that organizational per-
formance is heavily dependent upon the level of man-

TMWM

agerial and supervisory cffectivencss. In addition, tb
supervisors and

excellent it may be, can ruake a poo supervisor 8 §ood
m.mplzocsahndenmnbcﬁonm:bodlfa
supervisory jobs and emphasizes the peed to make
goodusedthesupcnisoryandmaugaillpmbdoo'
ary periods. However, itis possibletohelpwgavison
i . This can be done by:

(a) helping the supervisor trecognize good
supervision, :

(b) providing supervisors with objective feedback
on the quality of their supervisory performance, in-
cluding their success in appraising the performance of
their subordinates;

(c) giving constructive help when it is required,
including training in areas of specific peed;

(d) providing encouragemeat and motivation for
good supervisory performance; and

(¢) explaining the value of procedures before requir-
ing that supervisors follow them.

(4) The qualification standard for supervisory posi-
tions at GS-15 and below states that candidates must
demonstrate *‘objectivity and fairness in judging peo-
ple on their ability. and situations on the facts and
circumstances™. The ability to'make valid and objec-
tive judgments about the performance of other people
should be considered a factor in appraising the job
performance of all persons responsible for providing
data on which performance related decisions are based.

c. Training supervisors in performance appraisal.
No effort should be spared to ensure that supervisors
are fully prepared to carry out their supervisory re-
sponsibilities. At a minimum, agencies need A good
formal training program for new Supervisors with
¢ periodic refresher training for all supervisors (see
chapter 411). Training § course content vanies with
needs, but it is desirable to cover the following
clements: :

(1) understanding appraisal in its proper perspective
as part of the continying program of performance
management; "

(2) establishing and maintaining realistic pesfor-
mance elements and standards, and keeping employees
informed of what is expected of them;

(3) developing skills pecessary to revicw employee
performance accurately in relation to elements and

irst. 292
Scplmbcr%.!m
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CHAPTER 430. PERFORMANCE APPRAISAL

standards, focusing on the performance itself rather
than unrelated pensonality traits;

(4) developing skills in interpersonal relations,

(5) strengthening the supervisor's role as the pri-
mary information fecdback source about employee
performance;

(6) involving employees as xtive participants in the
sppraisal process;

(7) preparing appraisals which are as bias free as
possible:

(8) motivating employees 10 put forth their best
effort in performance;

(9) identifying various levels of performance where
feasible:

(10) developing wdrencss of need for employee
development;

(11) evaluating supervisors on their performance in
carrying out their supervisory responsibilities; and

(12) fulfilling legal requirements on performance
appraisal, including identifying and Jescribing specif-
ic instances of performance for either actions based on
unacceptable performance. oF rewards for deserving
performance.

§ Forms and documentation for performance ap-
praisals. (1) An agency should never rely solely on
forms to carry the weight of implementing perfor-
mance appraisal systems. Good performance stan-
dards and well-trained supervisors arc crucial to well-
run performance appraisal systems. Thetype and num-
ber of written appraisal forms used in making person-
n=] decisions are discretionary with the agency. Dif-
ferent approaches have been taken to using forms of
other records. The formis fall into two basic catego-
ries—a check sheetora narrative—with all sorts varia-
tions and combinations possible.

(2) Check sheer. The check sheet may involve
graphic scales on which job duties and performance
standards are listed and cxpressed in terms of quantity,
guality, and timeliness. Frequently. space is left open
for a narrative statement. These forms are filled out by
the first-line supervisor of jointly with the employee
being appraised. There are difficulties inherent in
using check sheets cuch as: inflated appraisals cluster-
ing around better than average; appraisals representing
a description of the person rather than the performances
and the listing of irrelevant of inappropriate factors.
Carcful preparation of the forms and thorough training

dunwmwsmfmcmkupMptoka:wa
minimum.

(3) Narrative forms. {nstead of the more highly
structured check sheet format. some agencics have

bycmp%oyeeandsupavisotmdtheincMcnuusedu
onesoutceofinfonnatkmforappniul.h:axnsethis
takes the place of j dalafotkmdsolwakin
whichpetfonmneedocummion is difficult to ob-

dcnceasd:esupcrvisofseesilandat!xsunctime
provides some insight into the basis for a supervisor's
judgment. The use of narrative forms, critical incidents
or cther types of documentation is not always trouble-
frez. There is the danger that importzat clements in an
cmployee's performance might be igoored or inap-
propriate emphasis given to others. The selection of
incidents to record and the way they are described is
crucial, ond the procedure can be time-consuming.
Skiliful use of the approach requires thorough training
of appraisers.

(8) Production couiils. Production counts may be

useful indicators of performance if all other factors,
such as relative difficulty of the tasks, are considered.
However, their use is mostly limited to positions having
substantial amounts of standardidized, repetitive
work.
g. Increased objectivity of appraisals. (1) Whenever
judgment is invo! ved. and this is one of the ingredients
of performance appraisal, there is always the pos-
sibility of personal bias and unfairness. Every super-
visor needs to be aware of and awid: '

(a) appraising cveTyon¢ as average (unfair to both

those who excel and those who need help).

(b) giving inflated or defated appraisals;

(c) summing up the whole employee in a few all-
purpose words (human beings have many di-
mensions and seldom can be usefully or fairly
summed up in this way)

(d) assigning “'halo effect” appraisals which per-
mit one strong or one vivid event 10 impart a

FMWM

Declassifi
ssified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9

—-———'—1l




@ -

i) pog e n ) A O3B ok

nead L IC IO

Declassified and
Appr 0
pproved For Release 2012/10/04 : CIA-RDP90-0053
: - OR00040069000
9-9

Appendin A, Guidunce 08 Improving Pecformance Appruisal

general impression which affects the total
appraisal.

(¢) cvalualing without cosching and counseling
(unfair and counter-productive W point out
what's wrong without also giving advice o0
how to improve)

~ () being unwilling 10 take the time and trouble to
do a competent appraisal; and.

(g) confusing performance with personality when
the latter has nO direct relationship 10 job re-
quirements. To protect against these pitfalls
roqyuires careful supetvisory training. as noted
carlier.

(2) An cffective way to increase the objectivity of
ratings of past performance is 1o assess the work re-
sults (output) rather than knowledges. skills, and
abilities required for a job (input) oF the personality
of the cmployee- Assessment of input requirements
may be useful for other purposes c.g. cvaluations for
promotion. identification of training necds, etc. There
arc. in addinon. certain other techniques which can
be helpful in improving objectivity- One of them is
to make cenain that employces are evaluated on 3
geprescniative sample of their work. A second helpful
technique is to insure that the factors rated are relevant
to cifective job performance (se¢ section A4, De-
velopment of Performance Standards). Another is to
yequire review of appraisals by @ higher level of su-
pervision. where appropriatc. A fourth is to usc other
appraisals (xuch as scif., client. and peer cvaluation)
in conjunction with supervisory appraisal 10 increase
the numbef of knowledgeable sources from which
data are obtained. This is panicular\y valuable when
appraisals 3¢ disputed. Of utmost importance in
guarding against arbitrary appraisal is coptinuing su-

rvisory performance review. A strong feedback sys-
tem through which supervisof and subordinate con-
tinuously give attention 10 whether the subordinatc
js o= is not mweting standards of performance is by
far the most important ingredient of performance ap-
praisal. The results of appraisal arc less likely to come
as a surprise 10 the employee under these circum-
sfances. Some of these methods {or increasing e
objectivity of appraisal are dJiscussed in greater detail
betow.

a Additional levels of review. A second-line su-
pervisof. depending Of the mganizaliona‘
ructure and type of work performed by the
employce. may or may nct have detailed

agreem.cnt ith the subordinale supervisor
should be avoided. lfﬁ_’xaeisamljadin-
greement about the ap,aisal. the reviewing
supervisor should requett that the first-line su-
pervisor fecheck the employee’s actual per-

Mconsistentgzmiuﬂsarcappliedwaﬂem-
pioyees Joing the same work.

(b) Work sampling or log. Work samples or logs
of activities arc sometimes reviewed duriog
work progress discussions. These sampies, a8
well as completed projects oF seports, are val-
uable in recalling work done carlier in the ap-
praisal period. This is important for an accurxic
assessment of performance over a long period.

©) Self-assessment. One means of increasing the
objectivity of appraisal is O have the employee
do a self-assessment. The cmployee preparcs
a written assessment of progress towards goals

ormance standards were met.

Work in areas not covered by goals can also

be included. 1t achievement falls short of ex-

jon, and goals are nct reached, reasons
are given. Self-assessment has some advan-
tages, such as:

(i) giving employees 2 chance 10 CXpress what
they expect of their jobs:

(i) making cmployees mor aware of their pef-
formance so that they can get feedback from
their jobs:

(jit) sharing with emgloyees the responsibility fot
appraisal which belps t0 reduce the tension
and increase the objectivity of the appraisal
grocedures:

AT
} sl
| Inst. 261
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CHAPTER 430. PERFORMANCE APPRAISAL

e

(iv) yielding information about additional em-
ployee knowledges. skills, and abilities of
which the supervisor may be unaware: and,

(v) supplying data for carcer planning.

(d) Peer appraisals. Appraisals by groups of com-

mittees of co-workers can be helpful in situa-
tions where employee work in teams. This

- and the appraisers to be trained. 1t has similar
problems of bias which are associsted with
other appraisal methods. On the other hand, it
climinates the of one person's word
against another’s in the case of disputed
appraisals.

h. Appraisal discussions. The discussion between
supervisor and employee about the employee's pef-
formance appraisal is an emotionally loaded situation.
put in the position of judge which
may make them uncomfortable. Empioyees are in the
position of being judged which may make them feel
defensive. 1f rapport has been previously established
during daily contacts and work progress reviews, then
this interview will hold no surprises and can be treated
as ancthet cpportunity for a mutual discussion of goal
achievement. This will help to reduce anxiety for both

'

yee and supervisor. Supu'vimwou\dm
ber that the -ctful use of criticism is 3
to appraisal discussions )

mmvmjwpdmwlwmmm
mwhichbod:supavhorandempbyeemmd
goals and perceive rewards inhereat ia work

accomplishments.

A-1. FOLLOWING THROUGH AND
CONTINUITY

A performance sppraisal system canoot TUR OR
momentum. lxneedsmhesold.notijwheaitis
introduced but coatinvally, by the beneficial effects
whichmbyinmunwmeminﬁoa.
its employees, aad supervisors. The beneiits of an
_.ppnisalsymdepu'dh'aﬂ) on the extent to ‘which
uilcawmdp-rﬁesfdlow:hrwshomhegmkad
commitments to which they have mutuaily agreed.
No plan for performance appraisal, HO Matter pow
gwditlookson;upa.isgoin;toimpwvepamad
management unless it is well undertood, recrives
continuous follow-up, and widespread support at o
organizational levels. '
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(.

SUBCHAPTER 1. GENERAL PROVISIONS - o

1-1. Purpose. &. This chapter implements a

General Performance Appraisal System (GPAS) in

the DA to— ' :

‘ (1) Link individual and organizational goals,

thus giving the individual a clearer understandng of
how to contribute toward those goals;

-(2) Insure that employees are—
(a) Informed in writing of major and critical
job elements and performance standards at the be-

ginning of each appraisal period;
. (b) Held accountable for meeting those
standards;
. (c) Given a chance to demonstrate fully suc-
. cessful performance;

(d) Provided feedback on how well they are
performing their duties compared to performance
standards and how they can improve; und ,

(¢) Assigned an accurate rating based on
their level of performance during the rating period;

(3) Provide Army management with employee
performance data for—

(@) Using as a basis for planning and assign-
ing work; ‘

(b) Making decisions to train, reward, reas-
sign, promote, reduce in grade, retain, and remove
employees; and
. (c) Assisting employees in improving per-
formance; ‘

(4) Make supervisory personnel responsible for
the effectiveness and production of employees that
they supervise; and .

(5) Providea sound and continuing basis for ef-
fective supervisory-employee relationships.

b. This chapter prescribes policies and proce-
dures to implement GPAS concepts that have been
reviewed and approved by the Office of Personnel
Management (OPM). It describes the performance
appraisal process (see fig. 1-1) and gives instruc-
tions for preparing, processing, and using DA Form
4968 (Job Performance Planning Worksheet), DA
Form 4968-1 (Job Performance Planning Work-

ployee Performance Appraisal), and DA Form
4969-1 (Employee Performance Appraisal—Part 14

gheet—Part I Continuation), DA Form 4969 (Em-#“—'é:mmplo . , this action m taken with-
out re to performance on other -
. g 9 o o <
=2

Continuation) in subchapter 4. Also, this chapter °

provides guidance for using performance appraisal
results as a basis for othgr personnel decisions.

el A SR
k dogeonli Uy b5
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Further, it describes procedures to be followed by I
ex;ployees who are dissatisfied with their apprais- |
als.

c. Requests for clarification to policy in this
chapter should be sent through the chain of com-
mand to HQDA(DAPE-CPL), WASHDC20310. |
1-2. Applicability. This chapter applies to civili- |
an employees paid from appropriated funds in botb
the competitive and excepted service and to mili-
tary personnel who are involved in the performance
appraisal process except—

a. Individuals appointed by the President;

b. Individualsin the Senior Executive Service;

¢. Individualsin the Merit Pay System;

d. Individuals on a time limited appointment of 1
year or less; .
e. Army National Guard technicians employed
under 32 USC709;

. Individusls outside the United States paidlo-
cal national prevailing wage rates for the area in
which employed; and

g. Individuals in excepted service positions ex-
cluded by OPM regulations.
1-3. Explanation of terms.d. Appointing offic-
er. The commander, activity director, or other offi- ‘
cial who through the chain of command, has been
delegated the authority under AR 10-20 to—

(1) Employ, classify positions, effect position
and pay changes; and
(2) Suspend, furlough, and separate civilian
employees. T

b. Approving official. The individual in the em-
ployee’s performance appraisal chain who reviews
and approves performance appraisals. (See para

3'-22.) M){.*a v} 4,.?;_40 2. P -h.\g. .
Critical element. A WM
iob-that is of sufficient im% ce that

dard estab
femedial action and
sforease, and may be the
the grade level of

denial of a within-gra
basis for removing-6r reduc

o
d. Days. Calendar days.
e. Major job element. A major duty or responsi
bility of an employee’s position; 8 major result o
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output expected from the employee.—k-majord&
—meatabave —

f. Performance. An employee’s accomplishment
of assigned duties and responsibilities.

g. Performance appraisal. Periodic evaluation of
an employee’s performance of duties and responsi-
bilities as measured by the performance standards
for the position.

h. Performance appraisal chain. The employee
and the rating officials (i.e., rating supervisor, re-
viewer, and approving official) involved in the ap-
praisal process. '

i. Performance requirements. The major and
critical job elements, supporting tasks, and per-
formance standards established for a position.

j. Performance standards. A description of the
level of accomplishment necessary for acceptable
performance of each major job element. Standards
which have no allowance for deviations or error are
absolute standards. Standards are expressed in
terms of —

(1) Objectives,
ments; and

(2) Other qualitative and quantitative require-
ments related to major job elements. ‘

k. Rating period. The period of time during
which an employee’s performance will be appraised.
This is normally 1 year for annual appraisals. Ifa
written appraisal is postponed, the rating period in-
cludes the length of time covered by the postpone

. ment. -

L. Rating superuvisor. The person assigned re-
sponsibility for directing and appraising employee’s
performance. This is normally the employee’s im-
mediate supervisor who—

(1) Develops performance requirements;

(2) Appraises employee performance; and

(3) Recommendsa performance rating level.

m. Reviewer. An individual in the employee’s
performance appraisal chain who is normally the
rating supervisor's jmmediate Supervisor.

1-4. Responsibilities. a. Appointing officers
- will—

(1) Implement this performance appraisal sys-
tem and insure it complies with all civil service
laws, rules, and regulations;

(2) Approve employee performance appraisals
with ratings other than Fully Successful or delegate
this authority to an individual in the employee’s

/ A 7
\ 3/ \ )
RN o

specific actions, project assign-

qQ
. 3( \PQ/ I,yQ

+ proval.

supervisory chain; .

(3) Insure performance appraisal chains and
rating periods are published, given to individuals in
performance appraisal chains at the beginning of
rating periods, and kept current; and )

(4) Insure that supervisors attend scheduled
performance appraisal training. ' ’

b. Approving officials will—

(1) Review employee performance appraisals to
include a review of the employee’s comments and
talks with individuals in the performance appraisal
chain;

(2) Insure that written performance appraisals
are prompt, complete, and conform with regula-
tions; : '

(3) Approve employee performance appraisals;

"(4) Approve or recommend personnel decisions
and actions resulting from performance appraisals;
and

(5) Attempt to resolve disagreements between
the rating supervisor and the reviewer.

c. Reviewers will— ~ -

(1) Review employee performance appraisal
worksheets prepared by subordinate supervisors to
jnsure major job elements, critical elements, and
performance standards are— '

(a) Accurateand attainable; and
(b) Fairand equitable; .

(2) Evaluate the performance of employees of
subordinate supervisors through personal contacts
or review of work performed;

(3) Insure that appraisals by subordinate super-
visors are accurate, fair, and prompt; ‘

(4) Approve fully successful ratings; and

(5) Insure that Individual Development Plans
(IDPs) are reasonable and are carried out after ap-

d. Rating supervisors will— i
(1) Encourage employees to participate in the
development of performance requirements; :
(2) Discuss, identify, and define major ele-
ments with each employee, determine which major

job elements are critical, and provide written per-
formance requirements to each employee at the be-
ginning of each rating period;

(3) Discuss with reviewers the performance re-
quirements established for employees;

(4) Evaluate and discuss employee perfor-
mance, comparing results achieved with perfor-
mance standards, and revise performance require-,

ments as needed during the rating period;

\
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(5) Talk over proposed written performance ap-
praisals with reviewers prior to discussing them
with employees; ’

(6) Prepare prompt, written appraisals and rat-
ings, which include attainable IDPs, to contribute to
current or future performance; .

(7) Counsel employees on their progress or
areas that need improvement and assist them in im-
proving their job performance; and

(8) Use the results of employee performance
appraisals as 8 basis to train, reward, reassign, pro-

- mote, reduce in grade, retain, or remove employees

from Federal service, or recommend same.
e. Employees will—
(1) Take part in the development of perfor-

.mance requirements, as requested by Supervisors;

(2) Plan and perform duties in a way that per-
formance standards will be achieved or exceeded;
(3) Propose to supervisors the need for revising

performance requirements during the rating period;

(4) Identify work problems and cooperate with
supervisors in resolving them and set objectives for
improving work performance; and

(5) Accept and complete training planned to
assist them in current or. future job performance
needs and seek self-development opportunities.

f. Civilian Personnel Officers (CPOs) will—

(1) Provide technical assistance to the appoint-
ing officer in implementing the appraisal system;

(2) Provide adequate training for supervisors
and managers in all aspects of the GPAS;

(3) Provide orientation and technical advice
and assistance to employees and their rating offi-
cials about the appraisal system;

(4) Notify supervisors of due dates for annual
and probationary employee performance appraisals;

(5) Assist management in setting up followup
systems to insure all appraisals are prompt and
comply with regulations;

(6) Evaluate effectiveness of this system and
provide f eedback to management,; and

(7) Maintain and file official performance ap-
praisals.

g. Staff officials (e.8., the Equal Employment Op-
portunity Officer, the Position Management Offic-
er, and the Safety Officer) will provide data to rat-
ing supervisors on request or when data regarding
employee performance becomes available during
the rating period.

D e
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1-5. Labor—Management Relations Program
requirements. a. In implementing and applying
the GPAS, DA managers have certain responsibili-
ties that must be fulfilled in dealing with labor
organizations representing employees. The estab-
lishment and content of performance standards and
the identification of critical elements are retained
management rights under 5 USC 7 106(aX2XA) and
(B) (i.e., to direct employees and assign work) and
are not negotiable. However, 5 USC 4302 states
that performance appraisal systems will encourage
employees to participate in establishing perfor-
mance standards that affect them. The intent of
Congress was to enable employees to participate in
determining the procedural aspects of performance
appraisal systems, consistent with laws and regula-
tions, through labor organizations of. their own
choosing and to bargain collectively on the impact
and implementation of management decisions con-
cerning performance appraisals. The distinctions,
bowever, are not clear between— S

(1) “Procedural” aspects of performance ap-
praisal, which are negotiable; and

(2) «Qubstantive” matters,
negotiable.

which are mnot

Management must negotiate in good faith with the
labor organizations and attempt to reach agree
ment. Management must insure that negotiations
do not extend into the actual determination of the
standards and critical elements.

b. Negotiation guidance on performance apprais-
al is continually developed and distributed through
civilian personnel office channels. It is imperative
that Army managers seek help from their servicing
civilian personnel office concerning their rights and
responsibilities on the implementation and continu-
ing application of the performance appraisal system
to bargaining unit employees.

1-6. Orientation and training. a. Supervisors are
responsible for successful operation of the perfor-
mance appraisal system. Also, supervisors must in-
sure that employees are fully informed about the
system. It is essential that supervisors receive
enough training to be fully informed regarding—

(1) Policies, goals, and procedures of the GPAS;

(2) Methods to identify major and critical job
elements and establish performance standards,
with the employee taking part;
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SUBCHAPTER 2. PERFORMANCE PLANNING -

2-1. Preplanning of performance objec-  ticand acceptable performance standards.
tives. a. The Army's system of objective, accurate, )lfd.’ MHWWW
and meaningful performance appraisal depends ori W&&mamﬁ@nw
major and critical job elements and performance Wewed-pem iodi Wm
standards which are understood by gupervisors and ~and=the—employeds The data will be revised as
their employees. An employee may be appraised on- needed during therating period. When new supervi-
ly by comparing performance with standards. These  sors or employees are assigned during the rating
standards must be in effect during the rating period period, supervisors will review and discuss the
and the employee must have a fair chance to meet  worksheet with employees as soon 88 possible.
them. A fair chance exists when the employee is al- 2-92. Identification of major job elements. G.
lowed a ygasq gble ~amount of time and resources Major job elements are identified through analysis_|
between.veeo%\n" ”é(-/tth standards and the appraisal  of the Juties and responsibilities of eachjob(i.e., an |
date for the employee to meet the standards. (See analysis of what the job requires) and their linkage '
" fig. 2-1) to the mission, functions, and goals of the organiza- :
) b. Major job elements and performance stand-  tion. The results or output expected of the employee |
ards must be based on duties assigned the employee-. that contribute most to reaching those goals are the
These duties must be consistent with those covered  major elements of the position. Specific tasks or ac
in employees’ position descriptions. Thus, inaccu-  tivities important to each element shouid be devel-
rate position descriptions or misassignment of em-  oped toaid establishment of performance standagds
ployees will make the appraisal process meaning-  (see fig. 2-2). ‘

_ Jess. Supervisors must insure that position descrip b. In addition to the position description, there
( tions and DA Forms 4968 are kept up todate. are other sources of data that may be helpful in
¢. Major and critical job elements will be identi-  identifying major job elements, such as— '
fied and performance standards will be estab- (1) Mission or functional statements;
lished— ' /" (2) Program budget and planning documents;
(1) Prior to the beginning of the rating period; 3 Organizational goals; and :
and (4) Previously developed performance stand-

(2) As changes to the position or other needs  ards.

OCCur. . However, as 8 minimum, the official position de

In the-vhse of occupied positions, performance  scription will be used. ;
standards will be established or modified with em-  2-3. Identification of critical elements. Major
ployee participation. While employees are to be en-  job elements will be reviewed to decide which are
couraged to take part in this process, final decisions  jmportant enough to be identified as critical ele

i will be made by rating supervisors and reviewers. ments. The number of critical elements (which will
The method and-extent of employee participation in vary from job to job) needs to be manageable. An-

developing maja/yflements and performance stand-  swering “yes” to two basic guestions will help a

. ards are negotiable where employees are repre supervisor determine whether a major job element
sented by a labor organization. Where two or more  is critical:
employees are assigned tolike positions, group talks a. Will unsatisfactory performance on the ele
may be desirable. Employees usually have a great ment have an adverse offect on completion of the
deal of knowledge about the requirements of their work of the organization or other organizations?
jobs. Also, they tend to be more committed to b. Can I_;Withholdiag-—a—anithin-gmde-in‘
achieving expected fevels of performance when they _erease-owbegin action for removal or demotion of
have a chance to take part in setting those levels.  the employee if the performance standards for this

: Employees taking part in this effort, together with  elementarenot met?

linkage to organizational goals, should reduce com- 2-4, Establishment of performance standards
munication problems. This will produce more realis-  g. Once major job elements have been identified

| \ /Ol 2.
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32:: ‘sments designated, and supporting tas

e T the performance standards for achieving

sw,/" ~~ont must be determined (i.e-, performance
14 §or acceptable performance).

LY
{);// -nce of each element will then be measura-
. wvee levels (see PO 4-3¢(3)). Performance
el ~34 ghould be 8s specific as the nature of the
- permits. If possible, each ghould be ex-
H 7 13 a range of performance in terms of quali-
y; Atity, timeliness, of expected results. '
,M' / z00d standard chould measure what it in-
/7. s measure.

l,:/ snance standards for acceptable performance
"0 1 9e high enough to meet the needs of the posi-
[/ ocha <tandard must be attainable by a fully
;. "od employee. (See fig. 2-3)
3 Jariations in critical elements and per-
1"’ <apce standards. Rating supervisors and re
; ‘ veq are required to treat employees fairly when
"+ :fying major and critical elements. This also
b77e5 when establishing performance standards
‘ke or simnilar jobs. Variations in critical ele-
"5 and ndards across and
#44in organizations may occur because of—
) - Different missions and organiza jonal cli-
88,
. Differences in the character or technotogy of

¢ Distribution of work among individual em-

/.4 one in the Office of the Director. There is a cor-
/sspondence requirement in the three branches that
4105 not exist in the Office of the Director. Thus,
7me major job element, Dictation Transcription, isa
. Clerk-Steno positions 8%
“gned to the branches. Although it is 3 major job
slement, Dictation Transcription is not denoted 2
«ritical element of the Clerk-Steno position 85
signed to the Office of the Director). Variations in
major and critical elements and performance stand-
ards must show real differences. in jobs. This is es
pecially important where positions are s0 similar
that they are in the same competitive level for re-
duction-in-force purposes.

9-6. Special requirements for supervisors. Per-
formance standards and major and critical job ele-
ments for all supervisors should show organization-

a) goals a8 well as individual duties and responsibili-

2-2

rting iasks '

leymensapperiilts .

a. Personnel management. Supervisors will be ac-
countable for all personnel management duties re-
quired by their positions. Included are, but not
limited to— -

(§Y) Accountability for performance appraisals;
(2) Position management effectiveness, and

3) Occupational Safety and Health Program |

responsibilities.

Performance standards will be designed to measure
the extent to which sound personnel management
principles are practiced and attained during the rat-

ing period. For example, performance standar
will be established so that supervisors will be ap-

praised on the fairness, objectivity, and promptness '

of preparing performance appraisals for subordi-
nate employees. In positions where the supervisor
has strong potential to influence position manage-
ment, performance standards will also
lished for this factor.. .
 b. Equal Emp ment Opportunity (EEO) and af-
firmative actioA) Furthering EEO and affirmative

agencies. It is an important Army goal. To reach de-

sired results in this critical element, performance

standards will be designed to assess the supervisor's
contribution toward each as stated in the local af-
firmative action plan. Performance standards for

‘EEO will be stated in terms of visible affirmative
actions. These standards must be attainable duringX

the rating period and must accurately & o&ji ;
supervisor's impact on affirmative action. (o7

Ps).. a I,

2-1. Individual Development Plan (
The execution of an IDP for each employee ijs an im-
portant part of the performance planning process.
Employees and supervisors should share in
planning training and development activities. The
Training and Development Branch of the Civilian
Personnel Office should be involved in locating
suitable training to meet performanoe—relabed
needs.

b. TDPs should contribute to jmproved perfor-
mance on the present jobor to the employee’s career
development. This should take into consideration—

(1) Present and anticipated job requirements;

(2) Employee abilities; and

(3) Future use of various types of training and
development assignments to enhance performance.

) 0O e
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GUIDELINES
— It is important to start with an accurate job description.
If the job description needs to be rewritten, you should

do it before identifying JOB ELEMENTS and SUPPORTING
TASKS, or working on PERFORMANCE STANDARDS.

JOB ELEMENTS are the results, end-products or outcomes

of the job. The description of the JOB ELEMENT will be

of a product or service - an outcome. It will be the name -
of something (a noun). Some questions to consider when
identifying elements are: (a) What is the purpose of this

job? and (b) What are the outcomes of this job? List

MAJOR JOB ELEMENTS for the position. Using the

criteria for a CRITICAL ELEMENT, identify all CRITICAL
ELEMENTS.

NOTE: For those employees who appraise the performance
of one or more subordinates, elements covering Personnel
Management Responsibilities and Equal Employment
Opportunity Responsibilities must be identified. These
elements must also be identified as CRITICAL ELEMENTS.

For each element identified, list the duties, statements of .
action (verbs), or activities that are done to accomplish the

_element. Are the tasks clearly and simply gtated? List

SUPPORTING TASKS for each major job element.

This may be a good time to discuss what you have
writgen with the employee. He or she may be able to
identify additional elements or supporting tasks.

Based on any additions or deletions made during the
discussion with the employee, revise the job element and
tasks as needed. .

We are not asking that you actually measure the tasks
now, but just be sure you could measure what you have
written down. Some of you will be saying, ‘I can’t
measure the kind of work my employees perfdrm.‘
Every job has some kind of end-product which can be
measured in some way. Consider such questions as:

(a) How canl tell if the employee is doing his or her
job? (b) If1 didn't have an employee to do this work,
how would my mission suffer? If you cannot definitely
answer these questions, consider revising the tasks.

When you and the employee have a final list of MAJOR
JOB ELEMENTS, CRITICAL ELEMENTS, and SUPPORTING
TASKS, you are ready to establish performance standards
for the position. Before doing that, however, you may
wish to discuss the elements and supporting tasks with the
reviewer.
Figure 2-2.—Continued. 2-f
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ESTABLISHING PERFORMANCE STANDARDS
1 Select a Job Element
And Supporting Basis
2. Describe Acceptable
Performance
4.
: (:n No »1  Revise Standard
You Measure
?
YES
6.
xo i Revise Standard
8.
NO i Revise Standard
TN : A
10 B 1. /) showd N\ 12
) P NO Standard YES | Revise Stan dard
Be
! Changed
?
YES
i
13. Finalize Standard
. 2
1. Complete DA Form 4968
Figure 2-3 :
2-6
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GUIDELINES
Self explanatory.

Write down what you consider to be acceptable performance
for each task. Think of such things as how long it should
take; how well it should be done; how many; how fast; is
cost effectiveness a factor; are there regulations or laws

that make specific demands? Also think of examples of very
good work and very poor work. What made it good? What
made it poor?

If you set a standard, you MUST be able to messure it. If
you sre not already measuring this performance, you need to
decide how to measurc it. Do you have time to measure it?
If the standard is too difficult to measure, try revising it.

If you are still having trouble, maybe there is something

wrong with the task. Make sure you have jdentified what

is really important to measure. Try rephrasing or rewriting.

If necessary, go back and look at the overall JOB ELEMENT.
M_ake sure the SUPPORTING TASKS you have listed are related
to th. ELEMENT.

Can you expect 8 journeyman employee to meet this standard?
1s it to high? If so, revise it. Remember, when establishing

a performance standard for acceptable performance, DO NOT
set it too high or too low.

Novi' that you have written standards for acceptable
performance, can you tell when performance exceeds or does
not meet the standard?

You should discuss the standards with the employeé. He or
she may be able to help identify ways to measure the tasks
you have listed.

Since it is a management responsibility to develop performance
standards, it is not a requirement that employees agree

with your description of ‘acceptable performance.’

However, it may be helpful to come to some degree of
understanding on as many standards as possible. Also,
disagreement on the part of the employee may be an
indication that the stindard needs to be changed. Perhaps

it’s just worded improperly, or it isn’t clear to the employee.

When you and the employee have a final list of standards,
you have completed performance planning for the next
performance rating period. Obtain approval of the
employee's performance requirements from the reviewer

"and transfer the performance requirements to DA

Form 4968 (Job Performance Planning Worksheet).
Figure 2-3.—Continued.
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SUBCHAPTER 3. PERFORMANCE APPRAISAL

. 8-1. In-progress reviews. a. Performance ap- pare the employee’s performance to the perfo!
praisal is a continuing process during which super- mance standards for the job before completing
visors make judgments on the work of individual written appraisal. The supervisor will consult

employees with relation to established performance  SF 7-B (Employee Record), and review interim
standards for their positions. These judgments are a special appraisals and other performance doc
normal part of supervision and should be objective- ~ ments.
ly made and freely discussed with employees. This (1).9&&-Staff officials who have speci
_ type of communication strengthens supervisor-em- knowledge of the employee’s performance duri
ployee relationships and increases productivity. the rating period ‘should assure that this inform
This can best be done in the context of job perfor-  tion is provided promptly to rating officials.
mance (i.e., at the time of certain incidents or with  could be— :

specific assignments). These informal appraisals (@) Officials to whom the employee respont
should promote mutual understanding and prompt  or provides services during the rating period;
translation into action. r/(b) The Equal Employment Opportunity C

rating supervisors should periodically appraise em- (c) The Position Management Officer; or
ployees’ overall performance and inform ‘them of (d) The Safety Officer.
their progress toward achieving performance re- / However, staff officials will not have an offieial rc
quirements. As a minimum, a prearranged confer- in rating, reviewing, and approving performan
ence will be held for this purpose at the midpoint’of appraisals. Any data given must be fully documer
the annual rating period. Conferences will be'held  ed and derived from an official source. Further,
\ as often as needed to keep employees informed of the data are relied on to any extent by the rating
their progress. If performance has become marginal  pervisor, they should be given to the reviewer a
or unsatisfactory, supervisors will counsel and as- - approving official. They should also be made kno'
sist the employee to improve p‘érfo_nhance before  to the employee before or during preparation of 1
beginning action to remove the employee from the written appraisal.
position. Counseling, training, and closer supervi- (2) After consideration of the information fr.
sion are some improvement actions that should be  all available sources, the rating supervisor rect
considered. Feedback and assistance to employees , mends the performance rating level. When-an
should be documented according to paragraph —ployeeis_overalbpepfommce-—exeeeded—requ
3-3b. ya WMWMM
c. Rating supervisors will talk over changes to -iagGPGemf;ﬂshoxﬂd.haconsulted-vThe staff will
performance requirements with employees at the vise about suitable recognition or corrective acti
time changes occur. Changes will be treated in the Employees who receive Exceptional performa
same manner asinitial development of performance ratings will be awarded a DA Form 4979 (Ex«
‘ requirements;” to include employee participation. tional Performance Certificate).
These changes may be necessary by factors such b. Performance rating levels.
as— . (1) The descriptions following presuppose 1
(1) Mission, organization, or technological  there are at least one critical element and one o
changes; or major job element identified for the position. W
(2) Revisions to %iti% de\sc,r:lptions. this is not the situation, rating officials will hay
However, changes$ ié re'du'i?e‘iﬁer‘xt‘s\'vﬁ’féh were not  exercise judgment in deciding the overall ra
introduced far enough in advance of the end of the which most accurately shows the employee’s pe!
rating period to give employees a fair chance to mance during the rating period. The decision 1

b. Besides informal and spontaneous discussions, y 2

4 meet them may not serve asa basis for appraisal. not be arbitrary or capricious, otherwise violate
y / . 3-2. Written performance appraisals. a. At the merit system, or constitute a prohibited perso
end of the rating period, the supervisor will com- practice.

{0\
Y7
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@) Exceptional. Performance that exceeds
" performance gtandards (other than- absolute stand-
ards) for all major job elements. Performance in re-
lation to standards is of such quality that it could
only be achieved by the most exceptional employee.
This employee deserves special recognition.

(b) Highly Successful. Performance that ex-
ceeds performance standards (other than absolute
standards) for all critical elements and meets stand-
ards for all other major elements. Performance in
~ relation to performance standards is of such quality

that it could only be achieved by employees who are
above average. '

(c) Fully Successful. Performance that at
least meets performance standards for all major ele-
ments. Performance in relation to standards is of
such quality that it would be expected only of a
proven, competent employee.

() Marginal. Performance that meets perfor-
mance standards for all critical elements and fails
to meet the standards for one or more other major
clements. Performance compared to standards is
Jess than that expected of a proven, competent em-
ployee.po_» - L

48) Unsatisfactory- Performance that fails to

- meet performance standards for one or more critical
elements. Performance is clearly unacceptable and

ective action is required. S

(2) When preparing written appraisals, rating

entitled to the rating which most accurately de-
scribes their perfesmance compared to performance
standards for the rating period. Numerical or per-
centage goals, quotas, or other similar restrictions
on performance rating levels are prohibited.

(3) Annual ratings are effective as of the
approved and remain the employee’s current, offi-

or by an entrance rating. An entrance rating is'an
automatic official rating of Fully Successful which
_ begins a new rating period on the effective date of
the SF 50 (N otification of Personnel Action) for—

(@) Appointment, promotion, change to lower
grade; or

®) Reassignment to a position with different
duties and responsibilities.

c. Types of appraisals. There are four types of
written appraisals: annual, probationary, interim,
and special. Interim and special appraisals will be
considered by rating supervisors when preparing

SR/
P A
Vo //
<7y
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supervisors will use DA Form 4969. Employees are.

annual or probationary appraisals. Each will be pro-
_ vided for consideration by reviewers and approving
officials. Written appraisals cover the entire rating
period. Rated employees should be allowed reason-
able time to provide comments.
(1) Annual appraisals. 4
(@) An annual appraisal will normally be pre-
pared for each employee at least once during each
12-month period. It will be due not later than 45
days following the end of the rating period. Rating
periods will be determined by the commander of
each MACOM; this determination may be further
delegated to local commanders. The minimum rat-
ing period is 120 days. :
R () Annual performance appraisals and
career appraisals for employees in DA career pro-
“gram occupations will be completed at the same

' time to maximize the interface between perfor-

mance and career appraisals. Rating periods will be
established so that performance appraisals will be
completed and copies made available for DA career
program screening panels. ,

() Six months after a Marginal rating is ap-
proved, the rating supervisor will reevaluate the
employee’s performance. This rating period will be-
gin the day after the end of the previous rating pe-
riod. The reevaluation will be based on performance
requirements established and documented on DA
Form 4968 for this 6-month period. The rating will
be due not later than 30 days following the end of
the rating period. This will not affect future due
dates for annual appraisals; however, it will shorten
the rating period for the next regular annual ap-
praisal by that 6-month period. It also requires

%ﬁ/ preparation of a new DA Form 4968 for this short-

ened rating period.
(2) Probationary appraisals.

(a) Rating periods for probationary apprais-
als will end after 4 months and 8 months of employ-
ment. Probationary. appraisals will be due not later
than 30 days following the end of each rating pe-

)kriod. WWWM@-

<mp tionary-perieds The
first annual appraisal rating period for probation-
ary employees will begin on the 1st day of the 9th
month of the probationary period. It will end after
completion of the probationary period on the date
scheduled for the employee’s annual rating.

b) Certification to retain in, or remove a pro-
bationer from a position will be made at the end of 8

CIA-RDP90-00530R000400690009-9
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However,
sion to remove
any time during
chap. 315).

mance standards will
appraisal period 80 that meaningful probationary~3'
appraisals can
new supervisors and managers must cover
supervisory or managerial performance. They may
also cover other aspects of performance.

praisals

_employee
same grade level with essentially identical duties
and responsibilities, and .

Rating periods may
of the supervisor or employee to allow time for
preparation of
completed and distributed (see para 3-3¢(2) within

months of employment (during the 9th month). .

this requirement does not preclude 8 deci-
the probationer from the position at
the probationary period (see FPM

(c) Major and critical elements and perfor-
be developed for the 8-month
be made. Probationary appraisals for
their

(3) Interim appraisals. Interim performance ap-
will be completed for employees when—
(@) The supervisor is leaving a position or an

is reassigned to another position at the

(b) There has been at least a 120-day working

relationship between the supervisor and employee.

end 2 weeks prior to departure
the appraisal. Appraisals will be

9 weeks following
ployee. ; .
(4) Special appraisals. Special appraisals will be
completed during the last week of a temporary as-a'
signment such as detail or temporary promotion to

departure of thqsupervisorlem-

an established position for g’period of 120 days or

!

r

PR

;
AnJ

2
viewers before discussions with

re. /
l&hﬁ%{ Employee participation in appraisals. Rating
b

will discuss proposed appraisals with re-
employees. This
LI, and IV of DA Form

supervisors

will take place after parts

, 4969 are completed and before part I is cor-

pleted. Employees ‘will be expected to help their
supervisors develop an IDP (part II of DA Form
4969) when requested to do so. Employees may en-
ter written comments on official performance ap-
praisals prior to signature by reviewers and approv-
ing officials. Employees will sign and date apprais-
als after they have been approved. If an employee
refuses to sign an appraisal, it will be completed as ¢
tated in paragraph 4-3g(3)- (])9, PRI ot
i{:f Review and approval of appraisals. Normally,
the reviewer is also the approving officia/\ for Fully
Successful ratings. The appointing officer is the
approval authority for ratings other than Fully Suc-
cessful or may delegate this authority to a manager

R U", Q!
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in the employee’s supervisory chain. Where the ap-
pointing officer is the rating supervisor, he or sheis
also the reviewer and approving official. When
there is disagreement among rating officials on an
appraisal, the disagreement will be resolved by the

e
(1) rpesformance appr poned

telof-120-daysina

@) A-newly-aceigmed supervisor has had less
than 120 days to observe the employee’s perfor-
mance against current requirements; or

(b) An employee’s performance has been tem-
porarily marginal or unsatisfactory (e.g., due to ill-
ness, alcoholism, or drug abuse) and the perfor-
mance shows evidence of improvement.

(2) Postponements will not exceed 120 days un-
less special circumstances exist. All postponements
require prior approval of the CPO and will be docu-
mented by changing the “Thru” date in item 2 of DA
Form 4969. Whereas postponement will not affect
future due dates, it automatically shortens the ‘fie_xt
rating period (‘From” date) by the length of the
postponement. When postponement of an appraisal

is approved, the supervisor will immediately inform

the employee and other rating officials.
)_e,/g/ ‘Failure to complete written appraisal.

(1) When arating supervisor fails to complete a
written appraisal when it is due, the CPO will fol-
lowup to learn the reason for the failure. The CPO
will advise and assist the rating official. If the delin-
quency is for a reason other than a regular post-
ponement, action will be taken to— :

@) Complete the appraisal as soon as
possible; and )

(b) Assign the performance rating level
which accurately describes the employee’s perfor-
mance for the rating period.

Unauthorized delays will be reported through su-
pervisory channels to the appointing officer. Such
delays will be reflected in the appraisals of delin-
quent rating officials.
t,(2) When the rating supervisor is not available
~{eg.. extended illness, death, or sudden resigna
tion), the next level sapervisor will prepare the ap
praisal.

3-3. Documentation and storage of records
Records developed during the performance apprais
al process will be kept in a secure manner to pre

3
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clude access by unauthorized persons.
a. Supervisors will record major and critical job
elements, supporting tasks, performance standards,

and changes to them on DA Form 4968 in duplicate. .

The original will be given to the employee at the be-
ginning of the rating period and the supervisor will
keep the copy. ‘ ' :

b. Supervisors will use the SF 7-B (Employee
Record) or other working documents, such as

memos or notes, to record dates of observations,
.conferences, or assistance to employees. Details of

discussions, agreements, or observations of perfor-
mance (including examples of strengths and weak-
nesses) should be in writing and attached to the SF
7-B or kept separately. Employees will be given a
copy of any written record documenting their per-
formance. This documentation will be used in pre-
paring the official performance appraisal. Docu-
ments concerning the employee’s performance dur-
ing the appraisal period should be destroyed after
all grievance rights have expired, unless these docu-
ments are needed to support a later disciplinary, ad-
verse, or other action. Temporary records, if used
only by the supervisor, are supervisory manage-
ment notes and not subject to the Freedom of Infor-
mation or Privacy Acts.

¢. Written performance appraisals (see para
3-2c) willbe recorded on DA Form 4969.

(1) Annual and probationary appraisals. Com-

plete these appraisals in triplicate. The supervisor ;

will— /

(@) Giveoriginal to the employee; /

(b) Send a copy to the civilian personnel of-
fice;and /

(c) Keepacopy. /
Exceptional and Unsatisfactory annual rat'mgg are
permanent documents filed on the right side of the
employee’s Official Personnel Folder (OPF). File
Highly Successful, Fully Successful, and Marginal
annual appraisals and probationary appraisals on
the left side of the OPF to be destroyed when the
employee leaves DA. J

(2) Interim and special appraisalé. Complete

these appraisals in duplicate. Give original to the
employee. Send copy of special appraisals to the em-
ployee’s supervisor of record. When an interim ap-
praisal is completed by a departing supervisor, the
copy will be left with the organization for the new

e

-

civilian personnel office. It will be given to the em-
ployee’s new supervisor.

d. When an error in an approved performance ap-
praisal is detected during the next rating period,
immediate action will be taken to correct the rec-
ord. Errors may—

(1) Be major, typographical, or clerical which
result in unintended changes in the content or due
dates of appraisals; or

(2) Result from findings of grievance examin-

ers, presiding officials, or arbitrators as part of
grievance examining or complaint proceedings. Cor-
rective action will include a revised DA Form 4969
clearly marked “CORRECTED COPY.” It will have
a narrative explanation attached stating any and all
reasons for the changes made. After approval of a
corrected DA Form 4969, destroy all erroneous cop-
jesimmediately.
3-4. Personnel decisions based on performance
appraisal. Federal law requires that the results of
perforn}énoe appraisal be used as a basis for train-
ing, rewarding, reassigning, promoting, reducing in
grade, retaining, and removing employees. The em-
ployee’s performance appraisal will be ued to aid in
thg'se Jecisions concerning the employee. For ex-
ample, recommendations will be made pertaining to
/the following: v

a. Training. At the time of annual performance
appraisal, the supervisor and employee prepare an
IDP. After the appraisal is approved, the rating
supervisor should start action to obtain training or
arrange for developmental work assignments listed
in the IDP. Also, supervisors should counsel em-
ployees regarding self-development activities that
would contribute to their performance or career de-
velopment. Training needs listed in the IDP should
be sent to the CPO, Training & Development
Branch, and included in the annual training needs
survey.

b. Regular within-grade increases.

(1) General schedule (GS). In order to receive a
within-grade increase, an employee’s most recent
appraisal must show that the employee’s perfor-
mance of duties and responsibilities is at an accept-
able level of competence (Fully Successful or bet-
ter); otherwise, a decision to grant an increase must
be justified in writing by the supervisor. Also, a
within-grade increase will be denied if the em-

_ployee’s current performance with respect to any

supervisor. When an interim appraisal is completed eritical element is unacceptable. (See FPM Supp

for a departing employee, send copy to the servicing

3-4

5 990-2, Book 531,\subchap. S4.))
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Q) F ederal Wage System. Section 5343(e)2) of
Title 5, United States Code, states that 8 Federal
employee will advance automatically to the next
higher step in gradeif he or she—

.(@) Isundera regular wage schedule;

(b) Israted satisfactory or better; and

(c) Has completed the prescribed period of
service. '

If the employee’s appraisal is postponed and the em-
ployee is otherwise eligible for a within-grade in-
crease, the increase must be processed if the em-
ployee’s current rating is Fully Successful (which
equals satisfactory) or better (FPM Supp- 532-1,
subchap. S8). But, the employee whose current
rating is marginal or unsatisfactory is ineligible for
a within-grade increase. If an employee who is ineli-

- gible for a within-grade increase because of a Mar-

ginal rating later receives & Fully Successful or bet-
ter rating upon reevaluation (see para 3-2c(1)§b')),
eligibility for the within-grade increase is estab-
lished. L

c. Performance recognition. Performance &p-
praisal provides an assessment of how performance
compares with performance standards. The decision
to grant performance recognition, while based on
performance appraisal, must also méet other cri-
teria (see AR 672-20). If the supervisor determines
that recognition is merited, the recommendation
will be submitted within time frames stated in AR
672-20. /

d. Promotion. Results of performance appraisals
must be considered in evalusating eligible candidates
for promotion. (See AR '690—300. chap. 335 and
CPR 950-1.) S

e. Probationary employees. Newly appointed em-
ployees, supervisors, and managers will be observed
and appraised during their probationary periods in

(g

AR 680-400

430.3

order to determine whether they have the qualities
needed to satisfactorily do the jobs to which they
have been assigned. A newly appointed nonsuper-
visory employee must perform major job elements
at an acceptable level or better and meet other pro-
batu?nary requirements to be recommended for re-
tention. A new supervisor or manager must at least
meet the performance standards for major job ele-
ments related to supervisory or managerial duties
to remain in the supervisory or managerial position.
Toward this end, the IDP of every new supervisor
who has not had supervisory training will state that
the training will be completed as early as possible in
the probationary period. (See M cha‘p 315, sub-
Chap’%g i PV bt o ‘J"f.ﬁ . /c *

f. Reduction in force. Employe¢s with clrrent an-
nual ratings of Exceptional will have 4 years added
to creditable service for reduction-in-force purposes. |
Two years will be added to creditable gervice for
current annual ratings of Highly Successful. Em-
ployees receiving annual ratings of Fully Successful
or lower receive no additional creditable service.
(See FPM chap. 351.) .

g. Reassignment, reduction in grade, or removal.
When an employee continues to perform at an un-‘
satisfactory level after being given a reasonable
period of time to improve in the current job, action
will be started to remove that employee from the
position. (See AR 690-400, chap. 432 )

8-5. Grievances. Employees who are dissatisfied|
with their performance rating or other aspects of
the performance app isal process may file a grie :
ance under the Army grievance procedure Or th
negotiated grievance procedure as appropriate.
grievance may not be filed concerning the identifi
cation of major and critical job elements or the
tablishment and content of performance standards/

X 1%) !

Declassified and
Approved For Release 2012/10/04 : CIA-RDP90-00530R0004
- 00690009-9



Declassified and A ‘
pproved For Release 2012/10/ '
04 : CIA-RDP90-00530
R000400690009-9

- 7o Be Filed With Basic FPM Chapter 430

- AR 690-400
430.4

SUBCHAPTER 4. FORMS AND INSTRUCTIONS

4-1. DA Form 4968 (Job Performance Plan-

ning Worksheet). a. Purpose and use. :
(1) The rating supervisor completes this form

in duplicate at the beginning of the rating period. It

is used by the supervisor and employee throughout
the rating period as a guide to reach performance
goals. It will be used to—

(@) Record major job elements (including crit-
jcal elements), supporting tasks, and performance
standards; and

(b) Make changes to them during the rating
period.

2) On initial completion of the form or when
changed during the rating period, both copies of the
form go to the reviewer (in the employee’s perfor-
mance appraisal chain) for signature and return.
(See figs. 4-1 and 4-2 for sample completed forms.)

b. Part [—Administrative data.

(1) Part 1 is administrative data to show the
position (item 1) for which major job elements, crit-
ical elements, and performance standards have been
established; the employing organization (item 2)
the employee occupying the position (item 3); and
the period (item 4) during which the employee will
be appraised. ’,

(2) Therating period (item 4)will normally be 1
year for annual appraisals, 8 months for probation-
ary appraisals, and the period of the temporary as-
signment.for special appraisals. “From” date is the
1st day of the rating period. “Thru” date is the last
day of the rating period for which the worksheet is
completed. '

c. Part II—Performance requirements. .

(1) Part1lis completed by the rating supervisor
with the employee taking part.

(2) Atthe beginning of the rating period, major
job elements will be listed in item 5a. Indicate crit-
ical elements by entering “yes” or “no” in item 5b.
List supporting tasks for each element in item 5c¢.
State performance standards for each element in
item 5d.

3 If additional-space is needed, check “Yes” in
item 6 and continue, using DA Form 4968-1.
Otherwise, check “No.”

(4) “Personnel Management” and “Equal
Employment Opportunity, Affirmative Action” will
be critical elements for all supervisors.

d. Part III—Changes to performance require-
ments.

(1) When it becomes necessary to change
elements, supporting tasks, or performance stand-
ards during the rating period, the rating supervisor
completes part II after discussion with the em-
ployee. Annotate the applicable items in part T and
ma. :new entries after talking with the employee.

Q) Item 7—Identify any performance require-
ments changed during the rating period. Show the
approximate date on which the changes occurred.
Also, enter the major element to which each change
applies. All changes must be initialed by the rating
supervisor, the reviewer, and the employee. If the
employee refuses to initial changes, the supervisor
will note this and the date of refusal in part 11

(3) Iten 8—Enter the reason for each change
named in item 7.

e. Partl V—Authentication. 3
(1) Item 9a—The rating supervisor Signs and
dates the worksheet before sending it to the review-
er. The supervisor’s signature shows that the em-
ployee has been given a chance to take part in iden-
tifying critical elements and establishing perfor-
mance standards.
Q) Item 9b—The reviewer signs and dates both
copies of the worksheet and returns it to the rating
supervisor. Signature by the reviewer will show
that the major job elements, critical elements, and
performance standards are correct. Signature also
attests that each is attainable, fair, and equitable
compared to like or similar jobs in the organization.
(3) Item 9c—The employee signs and dates both
copies of the worksheet. Employee keeps the orig-
inal and returns the copy to the rating supervisor.
The employee’s signature verifies that the adminis-
trative data in part 1 are correct. The employee’s sig-
nature does not necessarily indicate agreement with
the critical elements and performance standards
stated in part IL. If the employee refuses to sign the
worksheet, the rating supervisor will attempt to re-
solve the problem. If it cannot be resolved, the
supervisor will—
(@) Notethe employee’s refusal in item 9¢;
(b) Enter the date; and
(c) Givethe original to the employee.

The date in item 9¢ will be the official date the crit

4-
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jcal elements and performance standards for the
position were discussed with the employee.

4-2. DA Form 4968-1 (Job Performance Plan-

ning Worksheet—Part II Continuation). a. Pur-
pose and use. This form is a continuation of part I
of DA Form 4968. Complete it at the same time and
in the same number of copies as DA Form 4968.
Fasten it to DA Form 4968. Indicate page number
and number of pages in upper right corner.

b. Instructions for completion.

(1) Part I—Administrative Data. Enter the
same data shown in items 1,3,and 4 0n DA Form
4968. T '

(2) Part II—Performance Requirements. Fol-
low instructions in paragraph 4-1c for item 5 of DA
Form 4968. '

4-3. DA Form 4969 (Employee Performance
Appraisal). a. Purpose and use. Complete this
form in triplicate after the rating period ends. It is
the official record of the employee’s accomplish-
ments during the rating period for annual, proba-
tionary, interim, and special appraisals. It is de-
signed so that pages (i.e., DA Form 4969-1,
Employee Performance Appraisal—Part I Con-
tinuation) may be easily added. The pumber of
pages depends on the space needed to—

(1) Record major job elements and performance
standards relating to the elements; and

(2) Describe the employee’s performance/com-
pared to performance requirements. (See figs. 4-3
and 4-4 for sample completed forms.)

b. Part I—Administrative data.
(1) Partlis administrative data to identify—
(a) Rated employee;
(b) Period for which the appraisal is ren-
dered;
(¢) Position occupied;
(d) Organization; and
(¢) Type of appraisal being completed.

@ Part 1 will be completed by the servicing
personnel office or the rating supervisor for annual
and probationary appraisals. The rating supervisor
will complete part I for interim and special ap-
praisals.

(3) Detailed instructions for completing part I
are as follows: . ’

(a) Item 1. Self-explanatory.

(b) Item 2. The rating period is normally 1
year for annual appraisals and at Jeast 120 days for
probationary appraisals. However, it may be shorter

4-2

or longer dl.le to circumstances, such as extensionof  *

the preceding appraisal period or postponement.
'l‘.he “From” date for annual, interim, and proba-
tmnar;; appraisals is the day following the last day
(“Thru”) of the preceding appraisal or the date the
employee entered the position. The “Thru” date for

all types of appraisals is the last day of the rating

period (including_periods of authorized postpon
ment) as discussed in paragraph 3-2c. -
* (¢) Items 3, 4, and 5. Self-explanatory.
(d) Item 6. The rating supervisor completes
this item when making the probationary app i
during the 9th month ( as of the end of the 8th

. month) of the employee’s probationary period.

Enter a check mark (»-) in the first block when the
employee’s performance of appropriate major job
elements has been acceptable or better and it is
recommended that the employee be kept in the posi-
tion. When the employee has worked below an ac-
ceptable level and removal from the position is
recommended, check the second block.
+c. Part II—Major elements suM S
(1) Items 7a, b, and c. Pransfer the rating
period data from part I1_of DA Form 4968 by

This d
part M1, DA Form 4968. A
€ results achieved by

(2) Item 7d. Describe
1@3 employee. Enter re ks that have a bearing on

he employee’s pepformance (i.e., strengths and
weaknesses) dugin@ the rating period. .

(Note. Statgrfients here must be adequate to support actions
based on the employee’s performance (..,
nomingtion for a performance award, training, reassignment).)
(3) Item 7e. Compare the actual results
achieved (item 7d) with the performance standards
(item 7c.) In 7e, enter “Exceeded,” “Met,” “Not Met,” -
or “NA” (not applicable) for each major job element
listed in item 7a. NA entries must be fully explained
in item 7d. Explanations that reveal the rating
supervisor failed to make needed changes to major
job elements and performance standards during the
rating period will be considered when the rating
supervisor is appraised.

(4) Item 8. If additional space is needed, check

n'b/ 0\ ‘L qoib
o
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*Yes® in item 8 and continue, using DA Form
4969-1. Otherwise check “No.”
d. Part IT—Individual Development Plan (IDP).

by the rating supervisor.
sultation with the employee when completing the
annual performance appraisal. Prepare an IDP as
part of the 4-month probationary appraisal. This
IDP will be reviewed and updated, as needed, when
preparing the 8-month probationary appraisal. An
IDP is not required when completing interira
special appraisals.

(1) Item 9. During the performance appraisal
discussion, review the extent to which the previous
IDP was completed. If completed, so indicate; if not,

- explain why not.

@) Item 10. Specify training needed (course
title if known) to develop, maintain, or improve
employee competence.

(Note. Consult the servicing civilian personnel office con-
cerning training courses or programs.)

3) Item 11. Describe the type of assignments
needed to improve competence or to develop desired
qualifications.

4) Item 12. Describe activities the employee
may undertake to improve competence. ‘

e. Part IV—Performance level. Check the block
in item 13 that best describes the employee’s overall
performance as described in item 7d. Complete this
part ONLY FOR ANNUAL APPRAISALS.

f. Part. .V—Employee comments. Give the em-
ployee a8 reasonable amount of time to enter com-
mentsinitem 14 regarding items 7-13.

g. Part VI—Authentication.

(1) Item 15a. The rating supervisor signs and
dates all copies of the appraisal and sends them to

This is done in com- -

AR 690-400
,,,,,,,, , __430.4

the reviewer. The supervisor's signature certifies

that the appraisal was discussed with the employee. .

This also shows that the employee was given &
chance to enter comments in item 14.

(2) Items 15b and c. The reviewer and approv-
ing official, if different from the reviewer, sign and
date all copies of the appraisal and return it to the
rating supervisor.

(3) Item 15d. The employee signs and dates all
copies of the appraisal, keeps the original, and
returns the copies to the supervisor. The employee’s

_ signature does not necessarily indicate agreement

with the appraisal or rating. If the employee refuses
to sign the appraisal, the rating supervisor will

‘attempt to resolve the problem. If it cannot be re-

solved the supervisor will—
(@) Note the employee’s refusal in item 15d;
(b) Enter the date; and )
(¢) Givethe original to the employee.

The date in item 15d will serve as the official date
that the employee was notified of the rating
assigned. -

'4-4. DA Form 4969-1 (Employee Performance

Appraisal—Part II Continuation). a. Purpose and
use. Use this form as a continuation of part II of

DA Form 4969. Complete it at the same time and in -

the same number of copies as DA Form 4969.
Fasten it to DA Form 4969. Indicate page number
and number of pages in upper right corner.

b. Instructions for completion.

(1) Part I—Administrative Data. Enter the
same data shown in items 1, 2, and 3 on DA Form
4969.

(2) Part TI—Major Elements Summary. Follow
instructions in paragraph 4-3¢ for item 7 of DA
Form 4969.

Declassifi
ified and Approved For Release 2012/10/04 : CIA-RDP90-00530R00040069000
9-9



AR 690~

De -
classified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9

0 . e 1}
T=F amary
. . BI0YV wuod VU -

i
r) L-896Y WWO4 VO 9

LITHENYOM ONINNVTd FONVYNHOI US4 €0

. ————
ON _ — S3A aua— GUHOVLILY (NOILLVNINLLNOD 11 LU Vd -

430

_ J *g3sanbaa
! ‘29pa0 Riom pue ¢galnpayds 3Isa3 ¢ 3olsudjupew
, aajuanlad 03 Bupprodow ‘aup3 paInpayIs :
39 466 ©3 £6 UM sxjedax 11® a3atdwopy (QZ) *paainbez 89 swogefs sajudey (4Z)
W , +pausasd s} (eaocidde
w £10sjazadns aotad ssajun sonpayos Wolj uUOF3IVIAIP *3ougUIIUFEL puE
*guOF3OUNITEW X0 UOTI uoj3dedsup swo3sks
zamod 1ex3udd (2)

INOYITH juswdjnba pue wa3ske 1BIIUID [EITITAD
3o 83833 pue suoj3oadsuj paijnbax uny (e) -g1ado 103 swa3isds lamod gasoudeya (®Z) | S9A

~§30939p 9yl 3O 29F3I0 20 1auuosxad
3091300 WIOjul *S}IAYD aouguazujEW Supanp punoj
$39939p 03 SUOFIIBII0D jods-ay3-uo ajed (1)

*2wil ¥Y3l
ni3su} pue no«uauoawa 398 03

30 %56 ©3 06 SuUO¥I?
os eousuajujew 3ax28q0 (P1)

JujpacaV® §ITNPIY
T «z108jaAX2dns 3yl 3o

203pad Inoyips pealjudtad aie SUOT3IBIAIP

a0fww ON - ®Suo}3IINIISUT 1eqaaa 10 sg3ujadaniq
tgur]d 03" 8ulpx0odd® suop3e18ISUS EH (°1)

1eaocadde

i : . e3upudjnba aajjeaadoul
10 ‘s3jujepdwod ‘s32°Yd j0ds £q pazdA0ISEP

suoj3elo}a L333e8 20 z0jBw OU Y3IFA §3pOJ d}1IVINA
jeuojaenN 33w 03 uoj3e]]e3su} 9391dwoy (a1) . e3ouRpuaUTEW
! . . *§ax0q 3ITINC pue ¢gyoued uOTINQEIISTP pue uog3el1e3su}
i *3wj3 I9P10 RaoA pajew}3s? ¢goyd3}A8 poaelal s gwoasfs Jupas gma3sLks UOTINGIIISTP
3° wwuﬂuwﬂm@ UFY3I}s suoj3ILILBISUE a3aidwoy (®1) 23230919 supBIURE pue syieasul (1) | S°A zomod Kxspuodas (1)
or
SAQUVYONVYLS uuZ(!tOulws P SASVL ONILBOddNS 2 nuwﬂﬁw. giNIN313 8O yorvn ® .
, SLNIW3HINO3Y JONVWHOIYd 1 1Yvd
| TSR 18 des 1 Wou! 1111-00~111 IWN uuer ‘sxaeds
aQoiu3d ONILYY P NSS ONY (IN ‘18 ‘e077) INVYN €
1dd1ss1eeH ¢ Adueag 3103 ¢qvaa
ALIAILOV ONIAOTENI 30 NOILVYO01 ONY INVN T
3-g0i~vd 01-5082-oM ue}d3a3d913
*ON NOILAIYDSEa 80f ONV '3avyo ‘S3143S NV AVd ‘TTLIL NOtLISOd °t

»

E . V1VQ SAILVHISINIWGY - [FLAL)
234590 M AsueSe ausu0dosd eul :0EY 21deyD ‘00Y-069 UV 088 L0}
133HSHHOM ONINNVd 3INVWHO0443d 808

S| jO 08N 104

¢
3pvd 30 'ON]|°ON 30Vd

-’ . ,

De -
classified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9




e omany -

@
(e)]
e
S
o
o
- O
o
o
<
o
o
o
o .
O
™
-5 .
o
ﬂ_u
o
»
o
(M)
o
<
©)
<
o
~
o
-
LN~
N
—
(@]
N
[0}
(2]
©
@
[0}
1
—
o
L
©
(O]
>
O
=
o
o
<
©
C
©
e}
@
=
(]
(2]
©
[8]
[0}
(@]

AR 690-400

430.4

<o . © 7 -panunjue)—[-p NI

2o hl
aoIrpw) AN

3k
L 1wy,

1 Sws.s..e!a-%..!si!::ifoa...:..38..37.1 1P

tou iit!..-..niiiii.%&.&ui Busmse (M ‘8

% 7 TviQ usiolaIoely  sAxEcs Wil Ao cyg) o

/8 27° qvaq ‘uswaxol 1exaudy ‘Aauai KoaxsH MIMIIAIY ¢

g pre avad ‘uwwezog ‘uosuyor °V ydiwa ig WOSIAUB4NS DNILYNY

po——3IVE L <o J) 30VYO ‘INVN S3UNLVYNOIS '6
NOTLVILLNIHLOY - Al LUV4 .

pasusyd §} paepusl
swewaj w3 yL °P

¢ souwuzozied Spy3 ‘21033IML
ABpULRIS aougpuzozaed 1

30 g1aaedaad ay3l paaoys SUOFIVLBISUT PIID

*z8 390 2303°q 3q 30U
guj8jao By3 Jecw Jou P
1dwod 18 3O AITA

{noo sIa1]e3IsU} pue AL
21 av3ze epwu sea (F1)PS pa

spojaed Bupaex STYI 303
2933949 9A38703 gxo3wW}3se UFeEII O3
on Sujjwwyiselapun oIaA S13p10 AI0A
wpuels PouBmIOJIVI 03 a8uwyd 9yl

1114 8230038

QYN SIONVHD t.Ol FIYNOLLYY 8

ow

*ul3y IIPO Ax0n

29ko1dugz pajswiisd 30 %011 ©°3 86 upYIEH po3atduwod suojae1eisuy 11V (*1)
~RIN aam9tAdY ipeax O3 pesuwyd (®1)P§ paepuels 2oUNWI0IIA
Yvd 2083Ax2d0g *zg usL T uo (1)®g 3wl qor 20fer 03 a3unyy
Qot¥3d ONILVY ONINNG GQIONVHI agel.-%i‘eol s OIS BuTP ) SLNIW33 90 YOIV "L
2LNINAYINOIE 3INVIRIOIUAJ 0L SIDNYHO - L AUV

4-6

D -
eclassified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9



Declassified and A
pproved For Release 2012/10/04 : CIA-RDP90-00530R000
. - 400690009-9

3

8 udv
#lwwme w03 va
*paa238Qq0 ways K1e3elpsust ﬁocﬁonpon zadoxd 03 Juaw, . * guOTIFPUOD
-djnba 20 ¢ ga}31033I08 ¢ ggoiw Ijesun az0day (%) pus §vaIE SupAIoN 9jusun §3n19$q0 %)
go11dwod (av)
»guoj3oNIISUY

gks 1801330912

«juowdjnbd pu® swal
¢ 801104 Apav

Y §u0}300IISUE K3a3e

* §u0}30NIISUT 39386 YIEH

pue sainx K3a3e8
Y aouef1dwod <))

qIin gupiioa ud
+jusudjnba pusd 81003 panozdde Liuo .
113 + 2833 uzuucuo.a coumavou zgam sdenly (®y) +quaudinba L3a3es moua:wou sosn  (®©%) oN
+gajudaa papdu 3O 3uIX9 aujw1a3dP pUv
guopjouniww asgoudelp °3 gansax 3833 asn  (4€) .
. +quaudjnbe 3633 peaexq
-11e2 u;o.uuso.baco. asn_‘gawli3 11e 3V sauop Buisql . - «g3uauoduod pue £33n030 3833 o3 . 4 - .suoyaeaado
A qof @43 103 21qe3Ins Juaudinbd asad 2l (e¢) gi939w 33Em pUB fduy ‘WHO ¢310A 89601 (¢€) oN uc.oﬁ&.«:vo asal (€)
SAMVAONVYLS 20NVWUOIU3d P _ S3EVL DNILUO4dNS 2 seamn g SAN3W3T3 SOF WOTYW ®
. . i3
Tremunvod] SININAYINO3Y SShvAG0au3d - |1 1uvd
4] 3oy 1¢ NuML ig d9s 1 iwoud . T111-00~111 TN uuef Texaeds
aoluad ONIAVYE ¥ .. i NSS ONV (I I8 s3007) INVN €
. o-g01=vd 01~5082-94 ue}oFx3’ld
’ 'ON zo_bs_zumua aofr QNY ‘aovdd ‘g31438 'NV1d AVd ‘aLlL NOI1L1SOd M)
Viva JAILVHLSINIWGY - 1 LHVd
'W¥adsaa M Aouete lusuodosd s WL QLY serdeNd ‘00069 ¥V s0t "W} SR 4O osn 103
s30vd %, onbon Lve NOILVNNILNOD 11 18Vd~ 133HSHHOM ONINNVd 39NVINHO4H3d 80F

\r’

Declassified and A
pproved For Release 2012/10/04 : CIA-RDP90-00530R000
\ - 400690009-9



n Approved r Release 2012/10 A-RDP R 4

AR 690-400
430.4

. g-paandld
:31370SH0 §1 HOIHM ‘69 AVH | ‘2501 WUO4 VO S30V143H 69 11} 4 ooy ¥Q
On] | S3A GIHOVLLY (NOILVANLLNOD 11 LHVd - TVSIVEddY FONVYNHO4UId 93A0T4r) 1-6969 WuO4 w3 '8
+gako1dws 343 Aq uaied
2 UOEIe 2A}3993202 33 20 woucaﬁo
cowi3 943 30 %S6

ay ue
aq 03 spIIuU pavpueds 3
9q 1114 STUL egawpy Auss paepuels
39 aaam 5309Y2 aupjnox
. golnpeyos aouRUIFUIBL

Yas paae?
-ugls Jou BIIE SPYI U

uojssju avaa ©3 uoj3onpal

Zupjaas 23jesun
pasned pue sakojduwe 243 4q p3d?

11w 3nq ‘punoj 213 SUCEIBIOTA
+gaA0 dwe STUI Aq auop
21am BUOEIBLOTA P

ay3 30 su0j3dE
yojua uaied u9dq aasy
pue asko1dwd 343 YIWA
spawpuels uanld Y3
su0}3v11938uT 068 pa3dl

panajadl
19A0 uBX §

ION

998 03 vgwdxrﬂh

¢ zaaamoOYy ‘3om 2134
A33a01ad 11V (P1)

| «208]A20dNE
1o aaes suojiviadp 11V
} @ouBNIO0FIdG (o1

. gauowaanbea
10 S§uO0}IFpuUcd?
¢juoudinba 30 umopyeeaq ou

sizom Kuw uo punol
0o A3oges ofwu ON (a1)

3 2pisIno adan Ajupeu
suUO}3IoY IAFIVBAIN

dwoo 9akoijdug (®1)

03 06 SuOTIONIISUE puv sepataopad
Je8 03 Sujpaodde ga1npaYs

aouguajujBL 9A19840 (P1)

%06 43

s z08JA2RdNE 33 30 ﬁa>ouaan
aopad Inoyaa vouua&kuu ?1e
§UO}ITIARP zofwu ON +guo3oNIISUL
1eqaan 10 ¢gaupadeniq sgugid 03

*gpaTp
Sujpaodde guo}3Iv11vISUT AT (°1)

doutp ao ¢gauyeld
ds Kq poi1daodSIP
¢ 10 iofwm ou
{euoTIEN 303U
s3a1dwod  (41)

equaudinbd aA}3IBId
~wod 832942 30

§UOTIRIOTA L3o3e
43t 89pOD o1a3991d
o3 suo}3IvI1vISUE

2200 213
Joujw U3l

s pako1dwd

'l

sqwupasd 30 %011-86 ut
dwoy (®1)

axam asayl

1 Ajuo pue 19pao }aon P

-y3}s SUOFIVIIEISUE 9331

S

+3ouTuUajUVIBY
pue uojp3eiieIsul
swo384s8 uo}aInqiIISTIP
gax |zanod Lawpuodss (1)

avanan 1 ANIN3T3 8OrHOrYN ®

ANLIMD “t

SAUVANVYIS 2ONVNMO3U3d 2

ONLLYY .y Q3A3IHOV S4INS3Y P

AN3N3T3

ABYWNNS SLN3IWI13 HOCVN- ti AYuvd

12348 0

ANMVNOLLYSOUd O

(29 48 poN0N® #%5) G30N3N

si0nassdne mau supmavy wpokoduid Kipuop)pqodd 404) NOILY

WOoo3Y Si NOILISOd NOH3 NOJ.

-@3ON3INNOD3Y §i NOILISOd N

1vuvé3s 0

| NOI1AN3L3Y (O

(s4a8DUDIL 4O
AQNIWN0D3Y (<[] EX] >¢<ZO_P<UO&L ‘9

wi3aN O

1dd366168TH
ALIAILOY DNIAOTGNA 40

AVONNY B
.
AwsIvuddV 30 3dAL S

TXdueng 3103 IVad
NOILYDOT ONY IWVYN 'V

0-801~Vd 01-6082~9
30vH0 ‘s34 3S

B ue}oraidAld
'NVYId AVd ‘ALl NOILISOd '€

‘ON NOILIS30 aor GNV '
4

18 degs 1 NoYd %

1111-00-111

T uvor T sxxeds

NSS ONY (IN yeapg 30T} INYN 4

78 30y 1g huns

Qotuad ONILVY K4

viva IAILVHISININGY - 144vd

"w150p S §O 98N 404

‘009-069 UV o

“©34800 ¥ Aduete 1ueu0d0id e (qey 191900
39NVIWHO4H3d 33A0dW3

[ 1

20vd 40 'ONFON 3IDVvd

TvSIviddY

N’ R

4-9

Declassified and A
pproved For Release 2012/10
/04 : CIA-RDP90-0053
- OR000400690009-9



-

VO . . A.. /(

ﬁ
h . : o penwmued—gpAMAL

‘Bupios 40 aadde 24} w3 o 39put AlM J0U 0s0p danjoulls asakojdus Sulg
+ppL0MD SY) YN paenanp ussq -y 22UBULIOLLSC [[B4200 PRI R e sunjousys 8, d00ja134n9 Supyos 4L r N
ue}o1a3o0ld Teyaeds udof (33A014n3 P
L
V101440 ONIAOUE4Y 2

—~3.40) £ |
(24 790G V4 ‘uswaxod pesoudn ‘AaudH KLonaen .
qvdq ‘uswaiod Teaeuay ' AIUSH FCYETTY m:unﬂ 56 ru\Q ETYEIVE DR
g7 P 3.:35;2302.’(; »

Tuweaoy ‘uosuyor ‘v ydisd
S3UNLYNDIS 13

- Es e v

IR FAVH O -IWVYN
. 20-.—.(0-.—.2m1h3< - 1A LUVvd

. *gpaepuvls paxysop 11¢ 03 wiozaad 03 noile
118 aamod uj juswanocadwi 203 peasu Au @azjuBos’x 1

a0]A9p PBOLIIAO pUT suyol
0D 33A0dN3 ‘vl

19813 aupupeal v.u&a.uuo.a Y3 1993 pus s
(4q1 pavusrd Kgyuof snok pud 20upwis0jaad anok jo pansedds s, sonasedne nok o HUIMWIO spinoad) SININW
SINIWW0D 33A0dW3 - A 14vd -
THOLovIsIAVENN | 1 AvniouvA | R] h355300ns A110d | 1 TN455330NS ATHOIH 1 Tvno11d30x3 | | DNILVY V101330 €4
- TaAa1 JONVWEOIH3d - Al Luvd .
NG avl NLLY ‘040 OLda! GaLE14W00 NI NOILY HUOIN! JuvAHOL ATLIROYUL :3LON

equgudinbly I63L (981000 aony *3d z933%) €8 Ad €230 pug equaudinb3
anod aouapuodsaxrxod 2693 #9U U0 Ir0 303 UOEIVS spasoudeid ©3 13939p Lep-0¢

1831350 U0 €10043§ peuorasN woa3 98
. SIILIAILIY ...5:8#3?53 z8 §ANSWNDISSY TVANINGOTI3A3T “u

yg @sano)) 3Nl a4

4-10

Declassified and Appl() ed ForR 12/1 C
- ™M V elease 2012/ : 530R0004 .

|
w . : *(Mss-al
ssapp yl ‘€8 Ad c13) puz ‘sIIARP guj3sed 189133912 ) )
: ’ *0g BUTYIIWNS ssng ‘s&ep O1 “,
i ‘¢g Ad "330 38t ¢ quaudinbl Zujyolng 19nod sjaewoany ‘€ ' . :
2 . spua3a® 03 agquun sus Y juawaajnbad &31x03ad
w . : : - e £20308] ® 03 ang eguwa38AS 193131a 2°3 usudinbd FupyoIns
o % “ WouL ‘saep ¢ ‘€8 Ad ¢a3d ISl swayskg waely HOHL ¥y 2am0d UO 3§IN0D 340 203 pOIRPAURE K{uo sen a29koqdwa 9ul
o 0- . ) QNOZNLSOOWC ©¥oO a3033N 02_2‘_<¢hd(!¢Om ‘ot {(paym a» rom Jal paaed YAIum of Junxd o dxy) NVYVd SNOIAIYL 40 snAvisS ‘6
m o4o TG NV 14 LN3Wd013A30 TVNGOIAIONL - It LHYd

ified and A R A-RDP R
pproved For Release 2012/10/04 : CIA-RDP90-00530R000400690
00¢ 009-9

~ Declassif
Declassifi



Declassified and
Appr
pproved For Release 2012/10/04 : CIA-RDP90-0053
: - OR00040069000
9-9

400
4

AR 690-
430.4.

pep 2Ll

4-11

1-696h wcs VO

: Y suayqoxd s¥4

C Y juaudinba 343 uo uIA}S 24 111 iro axow
auos ¢ awjIuvew 43 up °dvsv gupupead 643
yape wiy eppacad 03 spwu 9q 1118 320332
Axang  *AS®I s}4y3 393 pavpueis po1isop
99w 03 wpy mollv pinon Juaud gnbd sJyy uo
¢asay3 uo LLO

+quaudinbe 3693
L ] juaz3nd &uo asn soWid

.c.o«uuuvao

N’

gupujeal 19u03 3123 6% 3
pey 24 21HuM swo3sAs uwielv YOHL ay3 3ut pa3eidil
nvsnumuovg w:-.ucwen«:vo 31693 369391 syl 11e W sauop 3uidq qof 43 *°3
I3 ION 3o owos Bupsn 91qnoid p™ sokordwy (®€) 21qu3Ins jusudinb? 2893 981 (e€) oN ucﬁ—a«auv;uaoa (€
o583 STUI 303 3923202 s} pavP
-ug3ys ay3: sla33 aosjaxadns 43I ¢31039234l
sqaom AL BUlop gaakoidue 29430 asupede
pamdiadld a21am Juawald syl 103 spaspuels
aulL «pawvpuuls s}y yowex o3 wpy AOL1®
pinous sFUL «quaudinba STUI wo 1r0 30 3u¥
-ujual 3aow gpaau sako1dwd +gaojAap PBOl egagonbad a9pxo
«33A0 pu® swa384s BupyoIms zam0d D}3wwoan® jzom pue ¢ganpdyos I8 ¢oue
upeaulws 03 aouepind 103 EI n.uOn«?aoasn ~u93ujes g«ucgo.«a o3 Buppiod0®
83y 30 Yo co3 papoau U spaspusis sI3 ‘quil pe1npauds 30 %56 ©3 €6
UpYIFs duop 219 sajedaz fuww a17umM  (92) upyITe gajedax 11¥¢ 9391dwod ()
+swa648 aamod a4l gupand
-a1 sjpun 20 josjazadns 343 £q pa3daddeE .voucnuw [ 33 1eacadde FS7-1-3 78
ozam skenj® 26Ul + guo} 3021303 193 §uo}3 .z9dns 2o03ad gsalun go[npayds Wox3
- gpuauaodat opwu 34 tpaxjnbaz gen o1npouds uo}3IBTAIP anoq3I L jusudjnbe pue e gouguIUTER pPuUv
Y3 woaj uotpaetadp ® Janouayy 5383 wo3s4s waysks 1833UR 180333122 3° §3893 uop302dsul swe3aks
K 203 s3a1npauds peaoadde Jauw skénie 9H (ez)| Pu® guoj30edsut paxnbaz uny (®2) T4 zomod 1823U30 (2)
cyo1ssIY
18213732 © 2391dwo2 ©3 uojaapuedac
s}y pamoll® osle STUL «qujaumop pue +g30939p 43 3° 901330 2°
31602 ajedaa uo s3ULAUS adaetl Ul po3inss ~occomuoa 3991309 wiojul *g3o9Yd
FRUCES B anj30939p ® 3° ajedaa a4l uols ouguljuIEL gujanp punold g39939p 93 .
-god0 duo U0 «aoumiz03add jualledxd €9 gu0}3093109 20d§-343~u0 aw (1)
»wuuw._cu » Q3A3iHOV SLINS3Y avniov P 7 SOUVONVLS 2ONVAMOAYEd ? sanny .’ LN3IW313 BOr WOV ®
Tpenunuo0) AUVWIAS Sinaw313 worve -\ 14vée’,
' o-801-vd 01-5082-94 uepotadd2ld
*‘ON 20_._...¢0qu gOr ONY ‘3gvdD ‘g31W3S NV AV 3741k NO1LISOd ‘€
78 30V 1g nund 18 ges 1 :wowd 1111-00-111 IR uqor * s4394s
ooid3d oNiLYH ‘T NSS ONV (i I *1997) ANVN L
¥iva SAILVULSINIGY | 14vd
A 7 ‘434500 % Adsuebe Tusu0dosd sl oty 1000Ud '00y-069 oy ees "a130) SI4L 4O osn 403
g30vd 30 ONLON 20vd zo_hdzz_.—.zoo niyvd- 1vSividdy qu«ixonEmm 33A01dN3
-

Declassified and
Appr
pproved For Release 2012/10/04 : CIA-RDP90-0053
: - OR00040069000
9-9



/
o N

panunuo)— p-p 2ndg

AR 690-400

430.4

Declassified and Approved For Release 2012/10/04 : CIA-RDP90—00530R000400690009-9

- . up 11® £q paA}ddaL 114 ses STYl,
’ .wmmmm? %ooys 1993332913 103 PI® Isay3
Go saayiom aollaj O3 guO}3ONIISUT UALS
gey pue pa3leFIFuL ¥H epotaad m:«u-u.-zu pon19840
330 paneI e il n.mMmmgM““w uaya L[93vjpoumy tsuuosaad

*udne ; >
SIU3 Mwumwwoww” “wmu”uaww 2%am SUOCIIFPuUod asdoad ow uuu__awaw” cwouuuwwwﬁﬂwc )
gww. guale Ijesun vah.,mﬁ sfenly (%) suaaw 33

*qwj3 Y3 JO %L6 203IVAHA
£q poadadde azan Aaul *gpoyiow . b ous sus3eks
vcuﬁwcowuwauuncu L393%s gujaoxduyp 103 suowudy P

208 UIYA
oo o et S W | e i (50
203 sjuawaapnbaz 1iv popead%xe o1 (%) suU0T 30
*dvaa 03
uoy £3939S safojdug 943 3Jo" UMW)
oouww ouoe«& pe3Id9les UBWIIO] 18I u_..w S
usuio3aed §74 BulAITARL I933Y ok «quaudjnba pue §1003 nx K3a3es
i u 03 pessaaunion 34 13RI * 3833 9A}3003 puv 891 393
it oﬂ_u»o.“uwavn«c. jo Isnmedeg ‘udle paacadde L1ud o-:!ﬂwhg: Yoy| o faarn e ceqaduon (n)
Ipaedxz :wa““onﬂuﬂwuwvcuun 11w 39w £11n3 SOH T(%y) -o0ad vo.uaacou xw .
14
*pavpuels
B od aspasu 30
sjya 399w L1103 pinoys a4 sayides pop
. Bg) U} pauojjusw ‘ Al
-«:wmuwowwusoﬁumwwn Mnmw mw wvucvc.-u- u:nwuo owwe.wwﬂw—w ww.:“n“pu—owwb MM -
d ou pey 24 (Q€) asouldwip
21}s9p Bujiodw walqo . - N
: §QUVONVAS FONVAUOSU3E pamni  S1NINITI sorv N M.
v Q3IAIIHOV SLINSIY TVNLDY 5
s . eneTeo0) ABYWANS SINIWI13 HOTYW

Declassified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9




Declassified and A = ' n RS
pproved For Release 2012/10/
04 : CIA-RDP90-00530
R000400690009-9

. Immediote Action -
HEADQUARTERS INTERIM CHANG E

DEPARTMENT OF THE ARMY
WASHINGTON, D. C., 25 APRIL 1983

AR 690-400

INTERIM CHANGE
NO. 101

EXPIRES 25 APRIL 1985

CIVILIAN PERSONNEL
EMPLOYEE PERFORMANCE AND UTILIZATION

Justification. This interim change serves to continue in effect the change made by
Interim Change 101 to AR 690-400 dated 8 February 1982 which allowed exclusion of
Equal Employment Opportunity (EEO) as a critical element where & supervisor is not
afforded an opportunity to demonstrate EEO performance, and made editorial changes to
the initial printing of Chapter 430. This interim change also eliminates the requirement
for a 4-month probationary appraisal; reduces the requirements for interim appraisals;
and incorporates guidance published in DAPE-CPL letter dated 9 June 1982, subject: DA
Forms 4968, 4968-1, 4969, and 4969-1, Pertaining to the General Performance Appraisal P

System (GPAS). ’

‘ - Egiration. This interim change expires 2 years from date of publication and will be
. destroyed at that time unless sooner rescinded or superseded by a perm anent change.

1. Chapter 430 (Department of the ,Army General Performance Appraisal System) is
changed as follows:

Page 1-1. Paragraph 1-3c is superseded as follows:
“e i
) c. Critical element. A major job element that is of '
sufficient importance that performance below the
minimum standard established by management requires
remedial action and denial of a within-grade increase, and
may be the basis for removing or reducing the grade level
of the employee. Also, this action may be taken without
regard to performance on other major job elements.

. Page 1-2. paragraph 1-3e, last sentence, is superseded as follows:
A major job element becomes & critical element when it is
important enough to meet the definition in para 1-3c

ghove. A major job element which does not meet that
definition is & noneritical element.

‘ Page 1-4. paragraph 1-6b, line 8: Substitute nother" for wtheir.”

Pege 1-4. Paragraph 1-7b(2) is superseded &s follows:




. 101, AR 690..},00 — } 25<Apr11 1983

 (

(2) Questionnaires to obtain the views and
perceptions of supervisors, employees) and representatives
of labor organizations; and

Page 2-1. paragreph 2-1, line 12: Substitute npeceiving” for npecording.”

Pege 2-1. paragraph 2-1c, line 14, is amended to add "job" between "major" and
elements." '

Page 2-1. Paragraph 9-1d, first sentence, is superseded as follows:

d. Performance requirements will be recorded on DA
Form 4968 (Job Performance Planning worksheet),
communicated to the employee at the beginning of the
rating period, and reviewed periodically by the supervisor
and the employee.

Page 2-1. Paragraph 2-3b, lines 1 and 2, is amended to delete "justify withholding &
wi_thin—grade increase or"

Page 9-2. Paragraph 2-6, last sentence, is superseded as follows:

. Also, peréonnel management and equal emgldyment

wrtunity and affirmative action will be identified as
critical elements for all supervisory positions. (
Page 2-2. Paragraph 2-6b, line 2, is arpended to insert u(1)" between ngetion.” and
"Furthering." The end of this paragraph is‘amended to add:

The rater is encouraged to consult with the activity EEO
Officer in setting meaningful and measurable standards.
- 2) In evaluating employee performance, the rater
should use specific criteria such as recruitment, promotion,
. training, and incentive award actions; program support
demonstrated within the work force and the community;
establishment of a harmonious environment free of
diserimination; timely EEO policy communication;
performance requirements imposed on subordinate
supervisory chain; and fair and equal treatment of people.
(3) In those very unusual and rare instances where
. there are no measurable standards, or where the civilian
supervisor has no influence on affirmative getion or EEO
programs, the rater will fully explain and document why
the mandatory EEO critical element is not applicable to
the individual employee on DA Form 4968 and DA Form
4969.

Subchapter 3 is superseded as follows:
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SUBCHAPTER 3. PERFORMANCE APPRAISAL

3-1. In-progress reviews. 8. _Performance appraisal is a
continuing process during which supervisors make
judgments on the work of individual employees with
relation to established performance standards for their
positions. These judgments are & normal part of
supervision and should be objectively made and freely
discussed with employees. This type of communication
strengthens supervisor-employee relationships  and
increases produetivity. This can best be done in the
context of job performance (i.e., at the time of certain
incidents or with specifie assignments). These informal
appraisals should promote mutual understanding and prompt
translation into action.

b. Besides informal and spontaneous discussions, rating
supervisors shculd periodically appraise employees' overall
performance and inform them of their progress toward
achieving performance requirements. As a minimum, &
prearranged conference will be held for this purpose at the -~
midpoint of the annual rating period. Conferences will be '
held as often as needed to keep employees informed of
their progress. If performance has become marginal or
unsatisfactory, supervisors will counsel and assist the
employee to improve performance before beginning action
to remove the employee from the position. Counseling,
training, and closer supervision are some improvement
actions that should be considered. Feedback and assistance
to employees should be documented according to paragraph
3-3b.

i c. Rating supervisors will talk over changes to
performance requirements with employees at the time
changes occur. Changes will be treated in the same
manner as initial  development of performance
requirements, to include employee participation. These
changes may be necessitated by factors such as —

' (1) Mission, organization, oOf technological
changes; or

(2) Revisions to positions descriptions.

However, changes in performance requirements.which were
not introduced far enough in advance of the end of the
rating period to give employees & fair chance to meet them
may not serve as & basis for appraisal.
3-2. Wrjtten performance appraisals. &. At-the end of the
rating period, the supervisor will compare the employee's
performance to the performance standards for the job
before completing the written appraisal. The supervisor
will consult the SF 7-B (Employee Record) and review
interim or special appraisals and other performance
documents.

L™

e
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(1) Staff officials who have special knowledge of
the employee's performance during the rating period should
assure that this information is provided promptly to rating
officials. This could be — .

(a) Officials to whom the employee responds or
provides services during the rating period;

(b) The Equal Employment Opportunity Officer;

(¢) The Position Management Officer; or

(d) The Safety Officer.
However, staff officials will not have an official role in
rating, reviewing, and approving performance appraisals.
Any data given must be fully documented and derived from
an offical source. Further, if the data are relied on to any
extent by the rating supervisor, they should be given to the
reviewer and approving official. They should also be made
known to the employee before or during preparation of the
written appraisal.

(2) After corsideration of the information from all
available sources, the rating supervisor recommends the
performance rating level. When an employee's overall
performance exceeded or failed to meet performance 4
requirements, the servieing CPO staff should be consulted.
The staff will advise about suitable recognition or
‘ corrective action. Employees who receive Exceptional

performance ratings will be awarded a DA Form 4979
(Exceptional Performance Certificate).
b. Performance rating levels.
T) Five, performance rating levels have been
establishecz t)o describe the quality of overall performance.
a) Exceptional. Performance that exceeds

performance standards (other than absolute standards) for ;
. all major job elements.
- (b)  Highly Successful. Performance that

exceeds performance standards (other than absolute
standards) for all critical elements and meets standards for
all other major elements. .
(¢) Fully Successful. Performance that at least
meets performance standards for all major job elements.
@ Marginal. Performance that meets
performance standards for all critical elements and fails to
meet the standards for one or more other major elements.

. () Unsatisfactory. Performance that fails to
meet performance standards for one or more eritical
elements.

(2) When preparing written appraisals, rating
supervisors will use DA Form 4969. Employees are entitled
to the rating which most accurately describes their
performance compared to performance standards for the
rating period. Numerical or percentage goals, quotas, or
other similar restrictions on performance rating levels are
prohibited.

D
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(3) Annual ratings are effective as of the date

approved and remain the employee's current, official rating .

until replaced by another annual rating or by an entrance
rating. An entrance rating is an automatic official rating
of Fully Successful which begins & new rating period on the
effective date of the SF 50 (Notification of Personnel
Action) for —

(a) Appointment, promotion, change to lower

grade; or

(b) Reassignment to & position with different
duties and responsibilities.

c. Types of appraisals. There are four types of written
appraisals: annual, probationary, interim, and special.
Interim and special appraisals will be considered by rating
supervisors when preparing annual or probationary
appraisals. Each will be provided for consideration by
reviewers and approving officials.  Written appraisals
cover the entire rating period. Rated employees should be
allowed reasonable time to provide comments.

(1) Annual appraisals. -

@ An_annual appraisal will normally be
prepared for each employee at least once during each 12-
month period. It will be due not later than 45 days
following the end of the rating period. Rating periods will
be determined by the commander of each MACOM. This
determination may further - delegated to local
commanders. The minimum rating period is 120 days.

(b) Annus} performance appraisals and career
appraisals for employees in DA career program occupations
will be completed at the same time to maximize the
interface between performance and career appraisals.
Rating periods will be established so that performance
appraisals will be completed and copies made available for
DA career program sereening panels.

(¢) Six months after a Marginal rating is
approved, the rating supervisor will reevaluate the
employee's performance. This rating period will begin the
day after the end of the previous rating period. The
reevaluation will be based on performance requirements
established and documented on DA Form 4968 for this 6-

month period. The rating will be due not later than 30 days

following the end of the rating period. This will not affect
future due dates for annual appraisals; however, it will
shorten the rating period for the next regular annual
appraisal by that 6-month period. It also requires
preparation of a new DA Form 4968 for this shortened
rating period.

(d) Rating supervisors will discuss proposed
appraisals with reviewers before discussions with
employees. This will take place after parts I, 11, and 1V of

[ e
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DA Form 4969 are completed and before part INl is
completed. Employees will be expected to help their
supervisors develop an IDP (part Il of DA Form 4969) when
requested to do so. Employees may enter written
comments on official performance appraisals prior to
signature by reviewers and approving officials. Employees
will sign and date appraisals after they have been
approved. If an employee refuses to sign an apraisal, it will
be completed as stated in papagraph 4-3g(3).
(e) A performance appraisal must be postponed
until an employee has been assigned to a position a total of
120 days. A rating may be postponed when — :
(i) a supervisor has had less than 120 days to
observe the employee's performance against current
requirements; or
(ii) an employee's performance has been temporarily i
marginal or unsatisfactory (e.g., due to illness, alcoholism, !
or drug abuse) and the performance shows evidence of
improvement.
Postponements will not exceed 120 days unless special
circumstances exist. All postponements require prior
approval of the CPO and will be documented by changing
the "Thru" date in item 2 of DA Form 4969. Whereas
postponement will not affect future due dates, it
automatically shortens the next rating period ("From" date)
by the length of the postponement. When postponement of
an appraisal is approved, the supervisor will immediately
inform the employee,and other rating officials.
(2) Probationary appraisals. ‘

(a) A probationary appraisal will normally be
prepared at the end of eight months of the probationary
period for new employees, supervisors, and managers.

-+ Except for new supervisors and managers, annual appraisals
will not be completed while employees are serving =
probationary periods. The first annual appraisal rating
period for probationary employees will begin on the 1st day
of the 9th month of the probationary period. It will end
after completion of the probationary period on the date
scheduled for the employee's annual rating.

(b) Certification to retain in, or remove a
probationer from a position will be made at the end of 8
months of employment (during the 9th month). This
requirement does not preclude a decision to remove the
probationer from the position at any time during the
probationary period (see FPM chap. 315).

. (e) Major and critical elements and performance

standards will be developed for the 8-month appraisal

: period so that meaningful probationary appraisals can be
¢ made. Probationary appraisals for new supervisors and

. managers must cover their supervisory or managerial
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performance. They may also cover other aspects of
performance.

(3) Interim appraisals. Interim performance
appraisals will be completed for employees when —

(a) The supervisor is leaving a position or an
employee is reassigned to another DA postion at the same
grade level with essentially identical duties and
responsibilities; :

(b) There has been at least a 120-day working
relationship between the supervisor and employee during
the rating period; and

(¢) The employee has not been rated in the

position occupied or one or more major job element ratings
have changes since the employeee's last offiecial rating in
the position.
Rating periods may end 2 weeks prior to departure of the
supervisor or employee to allow time for preparation of the
appraisal. Appraisals will be completed and distributed
(see para. 3-3c(2) ) within 2 weeks following departure of
the supervisor/employee.

(4) Special appraisals. Special appraisals will be
completed during the last week of a temporary assignment
such as detail or temporary promotion to an established
position for a period of 120 days or more.

d. Review and approval of appraisals.

T Annual appraisals. Normally, the reviewer is
also the approving official for Fully Successful ratings.
3 The appointing officer is the approval authority for ratings
1 other than Fully Sucéessful or may delegate this authority
to a manager in the employee's supervisory chain. Where
| the appointing officer is the rating supervisor, he or she is
; also the reviewer and approving official. When there is
‘A .. disagreement among rating officials on an appraisal, the
: " disagreement will be resolved by the approving official.

(2) Probationary, interim, and special appraisals.
Review and approval of these appraisals are not required.
e. Failure to complete written appraisal.

T1) . When a rating supervisor fails to complete a
written appraisal when it is due, the CPO will followup to
learn the reason for the failure. The CPO will advise and
assist the rating official. If the delinquency is for a
reason other than a regular postponement, action will be

. : taken to —
(a) Complete the appraisal as soon as possible;

|

N

and

(b) Assign the performance rating level which
accuratély describe the employee's performance for the
rating period.
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Unauthorized delays will be reported through supervisory

channels to the appointing officer.

Such delays will be

reflected in the appraisals of delinquent rating officials.
(2) When the rating supervisor is not available (e.g.,
extended illness, death, or sudden resignation), the next

level supervisor will prepare the appraisal.

3-3. Documentation and storage of records. Records

developed during the perform

ance appraisal process will be

kept in a secure manner to preclude access by unauthorized

persons.

a. Supervisors will record major and critical job
elements, supporting tasks, performance standards, and
changes to them on DA Form 4968 in duplicate. The
original will be given to the employee at the beginning of
the rating period and the supervisor will keep a copy.

b. Supervisors will use the SF 7-B (Employee Record) or
other working documents, such as memos or notes, to
record dates of observations, conferences, or assistance to
employees. Details of discussions, agreements, or observa-
tions of performance (including examples of strengths and.

weaknesses) should be in writing an

d attached to the SF 7-B

or kept separatelv. Employees will be given a copy of such
written records documenting their performance. This

documentation will be used in preparing the official

. performance appraisal.

Documents concerning the

employee's performance during the appraisal period should
be destroyed after all grievance rights have expired, unless
these documents afe needed to support a later disciplinary,
adverse, or other action. Temporary records, if used only
by the supervisor, are supervisory management notes and
not subject to the Freedom of Information or Privacy Acts.

- c. Written performance &
be recorded on DA Form 4969.

ppraisals (see para 3-2¢) will

(1) Annual and probationary appraisals. Complete
these appraisals in triplicate. The supervisor will —

(a) Give original to the employee;

(b) Send a copy to the civilian personnel office;

and
(¢) Keep a copy.

(2) Interim and special appraisals. Complete these

appraisals in duplicate. Give original to the employee.

- Send copy of special appraisals t
of record. When an interim appraisal

o the employee's supervisor
is completed by a

departing supervisor, the copy will be left with the

organization for new supervisor.

When an interim appraisal

is completed for a departing employee, send copy to the

servicing civilian personnel office.

employee's new supervisor.

Declassified and Approved For Release 2012/10/04 : CIA-RDP90-00530R000400690009-9
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(1) Be major, typographical, or clerical which result
in unintended changes in the content or due dates of
appraisals; or '

(2) Result from findings of grievance examiners,
presiding officials, or arbitrators as part of grievance
examining or complaint proceedings.

Corrective action will include a revised DA Form 4969
clearly marked "CORRECTED COPY." It will have a
narrative explanation attached stating any and all reasons
for the changes made. After approval of a corrected DA

| Form 4969, destroy all erroneous copies immediately.
- 3-4. Personnel decisions based on performance appraisal.
Federal law requires that the results of performance
appraisal be used as a basis for training, rewarding,
reassigning, promoting, reducing in grade, retaining, and
removing = employees. The employee's performance
appraisal will be used to aid in these decisions concerning
the employee. For example, recommendations will be

made pertaining to the following:

a. ‘Training. At the time of annual performance
appraisal, the supervisor and employee prepare &an IDP.
After the appraisal is approved, the rating supervisor
should start action to obtain training or arrange for
( developmental work assignments listed in the IDP. Also,

L]

supervisors should counsel employees regarding self-
development activities that would contribute to their
performance or career development. Training needs listed
in the IDP should be sent to the CPO, Training &
Development Branch, and included in the annual training
needs survey.
b. Regular within-grade increases.
(1) General schedule (GS). In order to receive a
within-grade increase, an employee's most recent appraisal
must show that the employee's performance of duties and
responsibilities is at an acceptable level of competence
(Fully Successful or better); otherwise, a decision to grant
an increase must be justified in writing by the supervisor.
Also, a within-grade increase will be denied if the
employee's current performance with respect to any major
job element is unacceptable. (See FPM Supp 990-2, Book
531, subchap. S4.)
(2) Federal Wage System. Section 5343(e)(2) of
- Title 5, United States Code, states that a Federal employee
will advance automatically to the next higher step in grade
if he or she —

(a) Is under a regular wage schedule;

(b) Is rated satisfactory or better; and

(¢) Has completed the prescribed period of

l
i service.

D -
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If the employee's appraisal is postponed and the employee
is otherwise eligible for a within-grade increase, the
increase must be processed if the employee's current rating
is Fully Successful (which equals satisfactory) or better
(FPM Supp. 532-1, subchap. S8). But, the employee whose
current rating is Marginal or Unsatisfactory is ineligible for
a within-grade increase. If an employee who is ineligible
for a within-grade incredse because of a Marginal rating
later receives a Fully Successful or better rating upon
reevaluation (see para 3-2¢(1)c)), eligibility for the within-

| grade increase is established.
| c. Performance recognition. Performance appraisal
| provides an assessment of how performance compares with
| performance standards. The decision to grant
performance recognition, while based: on performance
appraisal, must also meet other criteria (see AR 672-20).
If the supervisor determines that recognition is merited,
the recommendation will be submitted within time frames
stated in AR 672-20. 4
" d. Promotion. Results of performance appraisals must
be considered in evaluating eligible candidates for
promotion. (See AR 690-300, chap. 335 and CPR 950-1.)
e. Probationary employees. Newly appointed » Vo
‘ employees, supervisors, and managers will be observed and U
appraised during their probationary periods in order to - \
determine whether they have the qualities needed to
satisfactorily do the jobs to which they have been
assigned. A newly appointed nonsupervisory employee must
perform major job elements at an acceptable level or
better and meet other probationary requirements to be
recommended for retention. A new supervisor or manager
, must at least meet the performance standards for major ]
job elements related to supervisory or managerial duties to
remain in the supervisory or managerial position. Toward
this end, the IDP of every new supervisor who has not had
supervisory training will state that the training will be
completed as early as possible in the probationary period.
(See FPM chap. 315, subchap. 8 and 9.)
f. Reduction in force. Employees with current annual
ratings of Exceptional will have 4 years added to creditable
service for reduction-in-force purposes. Two years will be
. added to creditable service for current annual ratings of
Highly Successful. Employees receiving annual ratings of
Fully Sucecessful or lower receive no additional creditable
service. (See FPM chap. 351.)
g. Reassignment, reduction in grade, or removal. When
an employee continues to perform at an unsatisfactory
level after being given a reasonable period of time to
improve in the current job, action will be started to remove
that employee from the position. (See AR 690-400, chap. @ ‘

432.)
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3$-5. Grievances. Employees who are dissatisfied with
their performance rating . or other aspects of the
performance appraisal process may file a grievance under
the Army grievance procedure or the negotiated grievance
procedure - as appropriate. A grievance may not be filed
concerning the identification of major and critical job
elements or the establishment and content of performance
standards.

Page 4-2. Paragraph 4-3c(1), line 1, is superseded as follows:
(1) Items 7a, b, and c. Cross reference these items to
items 5a, b, and d of DA Form 4968 and attach a copy of
that form or transfer the rating

Page 4-2. Paragraph 4-3c(2) is amended as follows:
(2) Item T7d. Describe the results achieved by the
employee when the employee's performance exceeded or

did not meet the performance requirements for an element.

2. Post these changes per DA Pam 310-13.

) 3. File this interim change in front of the "400" series of chapters in the basic Federal
J  personnel Manual.

(DAPE-CPL)
By the Order of the Secretary of the Army:

E. C. MEYER
General, United States Army
Chief of Staff

Official:

ROBERT M. JOYCE
Major General, United States Army

The Adjutant General

Distribution:
Active Army, ARNG, USAR: To be distributed in accordance with DA Form 12-4
requirements for the FPM.
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Actions which were started before publication of this chapter may be
completed under CPR 752-1. When, however, a period of time has passed

( in which the employee could have demonstrated acceptable performance

under a performance appraisal system established pursuant to the Civil
Service Reform Act of 1978, the procedures in this chapter should be
used. While the procedures in CPR 752-1 remain available, the higher
burden of proof to sustain a CPR 752-1 adverse action on appeal
(preponderance rather than substantial) make the procedures in this
. chapter preferable.

( - ) ‘This:haptcr doesnot aupplemént the FPM.
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SUBCHAPTER 1. GENERAL PROVISIONS

* {-1. Policy. a. Employees will be assigned and

utilized at their highest performance levels
consistent with governing regulations and the

" needs of the service. Supervisors will identify major -

and critical elements and establish written stand-
ards of performance for all critical elements.
Employees will participate in the development of
these standards and be given a COPY of the per-
formance standards for their positions. They will be
informed when their performance is unacceptable
in one or more critical elements. (For the definition

.of unacceptable performance, see para 1-3a).

b. Management should attempt (through counsel-
ing, increased supervisory assistance, on- or off-the-
job training, etc), to improve an employee’s per-
formance whenever it is less than fully satisfactory.
If, after a reasonable time, performance remains un-
acceptable, the employee should be removed from
the position. If there are appropriate vacancies in
the area serviced by the CPO, efforts should be
made to reassign the employee to a more suitable
position. If no chance for reassignment exists, de-
motion should be considered before removal from
service.

c. The decision to demote rather than remove an
employee from the Federal service is based on the
availability of a vacant position, the duties of which
the employee could and would successfully perform.
Action to remove the employee from the Federal
service must be started if—

" (1) Theéreareno vacancies, or
(2) Management decides that the employee
could not adequately perform the duties of available

vacant positions.

1-2. Scope. a. Action coverage. This chapter’

covers removal and reductions in grade based solely
on unacceptable performance. The exceptions fol-
low:

(1) A reduction of a supervisor or manager,
who has not completed the probationary period, to
the grade held jmmediately prior to the present
assignment.

(2) An action against an employee in the
competitive service whd—

(a) Is serving a probationary or trial period
under an initial appointment, or

(b) Has not completed 1 year of current con-
tinuous employment other than a temporary ap-
pointment limited to 1 year or less.

(3) An action against an employee in the ex-
cepted service who has not completed 1 year of cur-
rent continuous employment in the same or similar
positions.

(4) An action initiated by the Special Counsel,
Merit Systems Protection Board (MSPB) under the
authority of 5 USC 1206.

(5) An action taken under 5 USC 7532 in the
interest of national security.

(6) An action taken under a provision of a
statute which excepts the action from Title 5 USC.

(7) A removal from the Senior Executive Serv-
ice to a civil service position outside the Senior
Executive Service.

(8) Areductionin force action.

(9) A voluntary action initiated by the em-
ployee.

(10) An adverse action for cause initiated under
Part 752 of the OPM regulations.

(11) An action which terminates a temporagy
promotion within a maximum period of 2 years, -
and—

(2) Returns the employee to the position from
which he or she was temporarily promoted, or

(b) Reassigns or demotes the employee to a
different position at a grade or pay no lower than
the position from which he or she was temporarily
promoted.
(12) An involuntary retirement because of dis-
ability. '

(13) A termination under the conditions of
employment specified at the time of appointment.

b. Employee coverage. This chapter applies to
DA civilian employees paid from appropriated

‘funds who are covered by an appraisal system

established pursuant to the Civilian Service Reform
Act of 1978. The exceptions follow: '

(1) Employees outside CONUS who are paid in
accordance with local national prevailing wage
rates for the area in which employed.

(2) Temporary employees, consultants, and
experts.

(3) Army National Guard technicians employed
under 32 USC 709.

(4) Employees in the Senior Executive Service.

(5) Employees appointed by the President.

(6) Employees in positions outside the competi-
tive service and excluded from coverage under this
chapter by OPM regulations.

1-1
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(7) Reemployed annuitants. ,
1-3. Definitions. a. Unacceptable performance.

. Performance which fails to meet established per-

formance standards for one or more critical ele-
ments of an employee’s position.

b. Reduction in grade. The involuntary assign-
ment of an employee toa position at a lower classifi-
cation or grade level. ,

¢. Remoual. The involuntary separation of an
employee from employment.

d. Reasonable time. The amount of time suf-
ficient to show whether the employee can meet
minimum performance standards. (The length of
time to be allowed will vary with the complexity of
the position. A few weeks may be adequate time for
an employee doing simple clerical tasks to show ac-
ceptable performance. In contrast, several months
or more may be required to determine whether a
person with complex, technical, or scientific duties
and responsibilities can show acceptable per-
formance).

e. Days. Calendar days.

1-4. Procedures. a. Action may be initiated at
any time to remove or reduce in grade an employee
whose performance is unacceptable in one or more

critical elements. To do so the following require-

ments must be met:

(1) The employee must be— .

(a) Informed in writing of the applicable crit-
jcal elements and standards of performance.

(b) Informed of performance deficiencies.

(c) Allowed reasonable time to demonstrate
acceptable performance.

(2) The employee’s performance remains un-
acceptable in spite of counseling and other manage-
ment assistance.

b. Employees against whom action is proposed
are entitled to the following:

(1) 30 days advance written notice of the pro-
posed action which identifies— '

(a) Specific instances of unacceptable per-
formance on which the proposed action is based.

(b) The critical elements of the employee’s
position involved in each instance of unacceptable
performance. .

2) Representation by a person of the employ-
ee’s choice, so long as such service by the represent-
ative does not—

(a) Resultina conflict of interest or position,

(b) Conflict with priority needs of the
Government, or :

1-2

(¢) Give rise to unreasonable costs.
The employee will designate his or her representa-
tive and any changes in representative in writing. A
copy should be provided to the employee’s supér-

. visor. Section T114(a}5), Title 5, United States

Code, and the terms of any applicable collective bar-
gaining agreement govern representation for em-
ployees in an exclusive bargaining unit.
 (3) Not less than 7 days to answer orally and in
writing, . ' o
(4) A written decision as soon as possible, but
not later than 30 days after the notice period ex-
pires. The decision must— .
(@) Specify the instances of unacceptable per-
formance on which the action is based. Only
instances of unacceptable performance which oc-
curred in the 1 year period before the date of the ad-
vance notice may be used to support the decision.
Only those instances included in the advance notice
may be relied on to support the final decision.
~ (b) Be concurred in by a higher level official .
than the one who proposed the action. If the
decision is not rendered by a higher level official,
the higher level official's concurrence must be docu,
mented. (This requirement does not apply when the

- action is proposed by the Secretary of the Army.)

¢. Improvement in the employee’s performance
during the notice period may be taken into account
along with the employee’s answer in the final de-

. cision. If, as a result of the employee’s reply or im-

provement in his or her performance, it is decided
to withdraw or cancel the action, the employee
should be so notified in writing. This documenta-
tion will be maintained per paragraph 1-7b.
d. In order to avoid reversal on appeal, the letter

of decision should—

(1) State the effective date of the action,

(2) Inform the employee of applicable griev-
ance and appeal rights, and

(3) Be delivered to the employee at or before
the time the action will be effective. :
1-5. Unacceptable performance related to al-
cohol and drug abuse. The DA Alcohol and Drug
Abuse Prevention and Control Program (AR
600-85) provides nondisciplinary procedures which
offer rehabilitation assistance to employees with
aloohol or drug-related problems. Actions to reduce
in grade or remove employees for unacceptable per-
formance resulting from alchohol or other dru~
abuse will be postponed 90 days for those enrolle
and satisfectorily progressing in an approved re-
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habilitation program. See chapter 7, AR 600-85, relevant documents will be placed in an adverse ac-
before considering actions against employees for tion file. This information will be furnished to the
performance problems related to alcohol or other MSPB and to the affected employee upon request.

drug abuse. » As a minimum, the file must contain—

1-6. Appeal and Grievance Rights. Employees (1) A copy of the notice of proposed action;
who are preference eligibles or in the competitive (2) The employee’s reply, when written;
gervice and who have been reduced in grade or (3) A summary or transcript of the oral reply, if
removed from the . Federal service under this any;

chapter may submit an appeal to the MSPB. (4) The notice of decision;

Appeals should be submitted not later than 20 days (5) Any supporting material relied upon; and
after the effective date of the appcalable action. The (6) Documentation regarding the opportunity

filing date of the appeal is determined by the postal afforded the employee to demonstrate. acceptable
. date shown on the certified mail. If the appeal is performance.
' filed in person, the filing date will be the date it is b. When action is not effected, all relevant
received in the appropriate MSPB field office. documents mentioned in a above will be assembled
Employees covered by a negotiated grievance proce- and kept in an adverse action file. If the employee’s

/ dure may elect to appeal to the MSPB or pursue the performance remains acceptable for the period of 1
action under the negotiated grievance procedure, ~ yeer from the date of the proposed notice—
but not both. Employees in the excepted service (1) Theentire file must be destroyed, anc
who are not preference eligible have no appeal (2) Entries or notations of the unacceptable

rights to the MSPB. When such employees are performance (except the employee’s official _,
‘ reduced in grade they must be informed of applica- performance appraisal) will be removed from all

ble grievance rights. records.
1-7. Records. a. When the action is effected, all
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